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Abstract
AN INTEGRATED PROGRAM FOR EFFECTIVE ORGANIZATIONAL CHANGE 
WITHIN A SCHOOL DISTRICT INVOLVING 
STAFF, STUDENT, AND CITIZEN PARTICIPATION 
Pat Schank
The purpose of  th is  study was to develop an integrated program 
fo r  e f fe c t i v e  organizat ional change w ith in  a school system involving  
s t a f f ,  student,  and c i t i z e n  pa r t ic ip a t io n .  Concepts and practices  
pert inent  to s t ra teg ic  planning and in harmony with systems theory  
were examined and applied to educational planning. The complex 
human elements of  an organization that  can act as barr iers against  
or channels fo r  f a c i l i t a t i n g  planned change were reviewed as 
interdependent with s t ra te g ic  planning and p a r t ic ip a t iv e  decision­
making.
Five steps to organizational  success were presented as forming 
an integrated approach to planned change with in  a school system. 
B u i l t  upon each other in sequential order to form a sol id s t ra teg ic  
structure ,  these key concept areas include group cu l tu re ,  management 
s k i l l s ,  team bu i ld ing ,  integrated planning, and incentive programs. 
Through a three-dimensional view of the school system, the 
unconscious and nonrational aspects of human l i f e  merge with 
s t ra te g ie s ,  s t ructures,  and incentives to form a dynamic, integrated  
whole greater  than the sum of  i ts  parts.
An ongoing cycle f o r  planned change was id e n t i f ie d  as focusing 
on the implementation o f  s tra teg ic  planning and organizational  
growth. The six phases fo r  planned change include diagnosing needs, 
obtaining support,  iden t i fy ing  s t ra tegy ,  prescribing act ion,  
implementing plans, and evaluating resu l ts .
Nationwide data per ta in ing to educational planning and 
organizational change were reviewed and analyzed. A handbook was 
developed and included as an aid to managers in conceptualizing and 
applying an integrated approach to organizat ional success in the 
school system. P a r t ic ip a t iv e  management, system analysis ,  formative  
evaluation,  forecast ing ,  group c u l tu re ,  mot ivation,  and product iv i ty  
were each considered with in  the construct of organizational change. 
In teract ing human elements and act ive  involvement of stakeholders 
were id e n t i f ie d  as key issues to e f fe c t in g  change within  a school 
system.
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CHAPTER 1 
The Problem
Introduct ion
For more than 200 years of  th is  nat ion's  h is tory ,  education was 
perceived as a valuable commodity. The apparent need fo r  re f in in g  that  
commodity s ig n i f i c a n t ly  increased over the past two years.  As observed 
by Harold Howe, an overwhelming number of  national reports and studies 
released w ith in  a b r i e f  span of time depicted "a newfound enthusiasm 
for  improving education in America" (1983:67).
Education was consistently  viewed in recent months as a highly  
newsworthy topic which was subject to front-page headlines on a day- 
to-day basis.  In f a c t ,  no subject was highlighted more by local and 
national news commentators. Education was r id ing the crest  of the 
national agenda, reported Paul Salmon in The School Administrator  
(1983:10).
This f l u r r y  of  a t tent ion  became the wave of the future  as p o l i t i ­
cal leaders took hold of an issue which was fas t  becoming an expedient  
theme to endorse. As described by Phi Delta Kappan ed i to r  Robert Cole 
(1983:2) ,  the nat ion 's  Chief Executive, presidentia l  candidates, cor­
porate executives,  univers i ty  presidents,  governors, congressional 
leaders, and s ta te  leg is la to rs  mounted a crusade to improve the schools 
and e f fe c t  massive restructur ing of American education.
More and more people were seeking to par t ic ipa te  in decision  
making fo r  education. School improvement was no longer a spectator
2subject,  noted Glenys Unruh in an a r t i c l e  e n t i t l e d  "Curriculurn 
P o l i t ics"  (1983:100):
This is a time in which many indiv iduals  are 
s u p e r c r i t ic a l ,  even cynical about the schools. This has come 
about as greater  and greater  hopes and expectations have been 
pinned on education and as more people are af fected by the 
educational process.
Although the qu a l i ty  and status of  education were studied with  
keen in te res t  over the years ,  never a t  any time in American his tory  
were there so many educational analysts clamoring simultaneously to 
share t h e i r  observations and advice. According to Harvard professor  
P a tr ic ia  Cross (1984:67),  a t  las t  count there were about 30 national  
reports on educational reform, most of which concluded that  "excellence  
must be found and returned to the schools." In add it ion ,  the 50 states  
appointed nearly 300 task forces and "sent them fo r th  in search of  
excellence."
Chester Finn, a professor at  Vanderbi lt  Univers ity  (1983:15),  
noted an "important commonality" in the increasing number of  popular 
magazine a r t i c l e s ,  newspaper e d i t o r ia l s ,  books, c i t i z e n  task force  
reports,  and declarations from business leaders, school boards, and 
state capita ls:
We glimpse fresh ideas, renewed commitment to educa­
tional standards . . . and a hot,  br ight  f a i t h  in the 
importance of high qu a l i ty  education fo r  the individual  
and the nation a l ik e .  We are in the midst o f  an 
educational reform movement of  epochal proportions. I ts  
impetus comes not from the federal government or the 
profession but from the people.
The fac t  tha t  education was a v i t a l  concern to Americans was 
substantiated by recent po l ls .  In the 1982 14th Annual Gallup Poll of
3the Public 's  Att i tudes Toward the Public Schools, 84 percent of those 
responding ranked "developing the best educational system in the world" 
as "very important," f a r  above industr ia l  production (66 percent) or 
m i l i t a r y  strength (47 percent) .  This same survey of  a t t i tudes  showed 
eight  Americans in ten regarded schools as "extremely important to 
one's future  success" (Gal lup, 1982:37).
In 1983, (Gallup, 1983:33) 70 percent of those responding whose 
children attended public schools indicated they would pay more taxes i f  
necessary to raise the United States'  standard of  education. The 
importance of a college education was expressed by 89 percent of the 
respondents.
Although public education was important to Americans in 1983, most 
c i t izens  were poorly informed about t h e i r  local schools. Only 22 
percent maintained they knew "quite a lo t"  about schools; the rest  
admitted they knew "some," "very l i t t l e , "  or "nothing" ( I b i d . ,  
p. 39).
Only 31 percent of  those who responded in 1983 gave public schools 
a ra t ing  o f  "A" or "B" in general.  This percentage was down from 37 
percent in 1982 and 48 percent in 1974 (Gallup, 1983:33; Gallup,
1982:39; Finn, 1983:15).
In summary, we became a society that  esteemed education, that  was 
poorly informed about local schools, and that  was not pleased with the 
qu a l i ty  of i t s  educational systems. U t i l i z in g  the democratic process, 
educational reform was a logical  consequence.
4S ig n i f i c a n t ly ,  the downward trend in the public 's  ra t ing  of the
public schools as recorded in Gallup polls  ended in 1984. Forty-two
percent of those interviewed gave an "A" or "B" ra t ing  to the public
schools in t h e i r  communities, up sharply from 31 percent in 1983.
The la s t  time the ratings were th is  high was in 1976. I t  was also
noteworthy that  parents gave t h e i r  schools a ra t ing  of  52 percent "A"
or "B" in 1984 as opposed to 42 percent in 1983. Some reasons for
these changes were:
The higher rat ing given the schools this year may have 
resul ted from two developments. F i r s t ,  the reports of  
the national commissions tha t  have examined schooling in 
America have caused widespread debate concerning the 
qua l i ty  of  public education. Cit izens have taken a 
closer  look at  t h e i r  own schools and presumably found 
them be t te r  than they had previously believed. Also, many 
schools have heeded the c r i t ic ism s made in the reports  
and have in s t i tu ted  reforms in t h e i r  educational programs 
(Gallup 1984:25).
The most recent forces fo r  change d i f fe red  s ig n i f i c a n t ly  from 
e a r l i e r  educational reforms (Finn, 1983:15):
1. This movement was decentra l ized and dispersed, not 
ar t ic u la te d ,  channeled, and financed by the federal government;
2. I t  focused on standards and q u a l i ty ,  not on educational  
access and equity;
3. I t  was led pr im ar i ly  by interested parents, employers, and 
elected o f f i c i a l s ,  not catalyzed by professional educators.
Marx (1983:17) attested to the increased broad based concern in 
the American society fo r  high qu a l i ty  education shared by parents,  
educators, senior c i t i z e n s ,  business people, and government leaders.
Salmon (1983:11) also recognized th is  trend: " I t  is c lea r  now tha t  the
American public is w i l l i n g  to pay more fo r  education i f  be t te r  
education w i l l  be provided fo r  t h e i r  ch i ldren,"  he observed.
The May 31, 1983 Washington Post headline story declared:
The Pres ident 's  new emphasis on education came about 
in part  because of  polls done fo r  the White House by 
Robert Teeter and Richard W ir th l in .  They show th a t  as 
economic worries have begun to ease, schools and 
education have surfaced as strong public concerns. . . .
The notion of  a good education f o r  your chi ldren is as 
strong a value as there is in th is  country ( I b i d . ) .
Lipham (1982:18) acknowledged tha t  parents and c i t i z e n s  were
demanding a stronger voice in the administrat ion and operation of  th e i r
schools. Yet parent p ar t ic ipa t ion  in the U.S. public schools was not
unique or even novel,  maintained Johnston (1985:430):
Parents have been serving on school committees and 
running Parent/Teacher Associations fo r  years. Within 
the past decade, however, parental pressure for  more 
s ig n i f ic a n t  involvement in the schools has increased 
across the nation. Aware of  the d i f f i c u l t y  that  such 
p a r t ic ip a t io n  can e n t a i l ,  school administrators and 
teachers have often responded to th is  pressure with 
hesistancy, skepticism, and— sometimes— h o s t i l i t y .
This observation of potent ia l  c o n f l i c t  agreed with the f indings
of  a th ree -year ,  s ix -s ta te  study conducted by the Southwest Educational
Development Laboratory ("Parents Want Stronger Role," 1983:253).
According to the results  of th is  study, parents wanted to be more
involved in school decisions that  d i r e c t l y  affected t h e i r  c h i ld ,  but
teachers and pr inc ipa ls  were re luctant  to give them a stronger ro le .
An American School Board Journal e d i to r ia l  ("Use This Advice to
Strengthen Community Links," 1984:38) noted:
6Too o f ten ,  schools and t h e i r  community are l i k e  shy 
suitors:  They want to get to know one another,  but each
is hesitant  to take the f i r s t  step. And when they ' re  
thrown together ,  the partnership is l i k e l y  to f i z z l e  
unless i t  has c lear  d i rec t io n .
In the past,  educational leaders were able to meet increased com­
munity expectations through growth of  programs and addit ional  
f a c i l i t i e s .  Yet there were fewer opportunit ies for  expansion ava ilable  
recently .  Thomas Shannon, Executive D irector  of  the National School 
Boards Association, noted that  an increasing number of  school board 
members were reaching out,  recognizing they could not handle the job of  
public education alone (L ie b e r tz ,  1983:26).  School o f f i c i a l s  were more 
conscious of  the need to c u l t iv a te  c i t i z e n  endorsement of  the schools 
over a long term, not ju s t  to support the next budget or to pass the 
next bond e lec t io n .
However, the cl imate was r ig h t  fo r  requesting f inancia l  
assistance, as stressed by Shannon ( I b i d . ) :
For education tn compete successfully fo r  i t s  " f a i r  
share" of public sector money, i t s  leadership must act  
upon the pub l ic 's  increased wil l ingness to pa r t ic ip a te  in 
the educational process.
Wil l iam M. Kendrick, Superintendent of  Schools in Salem, Oregon, 
described taxpayers as the "stockholders" in the community business of  
which he was the "Chief Executive O f f i c e r . "  "We have to give the 
stockholders some concrete reasons fo r  st ick ing with us or  
t h e y ' l l  ju s t  w r i te  us o f f , "  he cautioned (L ieber tz ,  1983:27).
When asked what he wanted out of  community involvement, B i l l y  
Reagan, Superintendent of  the Houston Independent School D i s t r i c t ,  
emphatically rep l ied:
7Understanding of  the issues involved today in public 
education. Did you ever stop to think about the genius 
tha t  is America? This genius is manifested when 
America's people s i t  down and l e t  th e i r  i n t e l l e c t  work to 
come up with the best solut ions.  I f  we're going to solve 
our problems, we need to understand what they are and 
communicate ways to solve them ("Panel Discussion 
Pinpoints Problems," 1982:21).
The educational trend moved away from community involvement in the 
early  1900's , at tested Carolyn Kump, President of the Sa l t  Lake City  
Board of Education ( I b i d . ) :
At tha t  time a s i tu a t io n  developed in which profes­
sional educators to ld  parents, "Don't  get involved. We 
know how to t ra in  your k ids."  Fortunately ,  we are now 
returning to strong c i t i z e n  involvement in the schools,  
which is how the public school system should operate.
In recent years,  the parent's  ro le  increasingly became that  of
p a r t ic ip a n t ,  ac t ive  consumer, decision maker, and advocate ("Community
Outreach," 1983:4).
Many educators recognized the need to encourage a deeper
commitment from parents. Walter Talbot ,  former Utah superintendent,
urged educational leaders to " s h i f t  gears and approach c i t izens with
the a t t i tu d e  that  ' th is  school is yours, and I 'm going to provide an
outreach program to involve you or at  least  to f a c i l i t a t e  your
involvement'" (L ie b er tz ,  1983:27).
David Else, Superintendent of the Galva-Holstein public schools
in Hols te in ,  Iowa, defined the philosophy of  his school board in th is
a f f i rm a t ive  statement:
Parents ought to be involved in a l l  aspects of  public 
schooling. The reason: We believe that  when students see
t h e i r  parents involved, the kids place greater  importance 
on t h e i r  own schooling. What's more, parental involvement 
accomplishes these four things: I t  strengthens our bond
8to the community; i t  conveys information from schools to 
parents; i t  helps develop public confidence in school 
curriculums; and i t  encourages community residents to 
evaluate schools in terms of  students'  needs (Else,
1983:34).
A partnership between schools and the community increased the 
qu a l i ty  of  the product. David Seeley (1984) ,  a former assistant  U.S. 
Commissioner of Education, c l a r i f i e d  the partnership concept:
The students, of  course, do the primary work, but 
teachers, parents, peers and c i t izens  help and support 
t h e i r  work. Product iv i ty  is high because there are c lear  
goals,  and many people are working in partnership to 
achieve them.
This also may seem l i k e  common sense, but is a l l  too 
ra re ly  found in our schools. A major reor ienta t ion  of  
schools and communities w i l l  in fac t  be needed to get 
education working on th is  kind of productive, partnership 
basis.
The time for  such a partnership was long overdue. "The community 
is ready," proclaimed Wil l iam L ieber tz ,  President of  the National 
Community Education Association (1983:27).  "Parents, non-parents, the 
pr iva te  sector ,  and community agencies want to be our partners in 
education. The c r is is  of confidence is r e a l . "
Recent reports warned tha t  America was threatened by a dangerously 
declin ing investment in education. Our national secur i ty ,  our economy, 
and our nat ion's  competitive posit ion in the world were declared a t  
stake, as noted by Salmon (1983:10).  This fu r the r  enhanced the 
potent ia l  fo r  school and community partnership.  "People have a 
tendency to r a l l y  around a common threat  or a common opportunity,"  
noted Gary Marx, Associate Executive Director  of the American 
Association of School Administrators (1983:17).
9Chester E. Finn, J r . ,  professor at  Vanderbi lt  University  in Nash­
v i l l e ,  Tennessee (1983:22) ,  maintained tha t  an increased level of  
c i t i z e n  par t ic ipa t ion  in education was inescapable:
. . .  in the past several years,  the American people 
have moved from wanting bet ter  education fo r  th e i r  children  
to demanding i t ,  and the great p o l i t i c a l ,  economic, and 
cultura l  in s t i tu t io n s  of  th is  society are beginning to 
respond to t h e i r  demand. That the federal government has 
p ra c t ic a l ly  nothing to do with tha t  response is immaterial.
Though i t s  leadership and resources would be welcome, they 
are not necessary. The reform t id e  is running strong.
What remains to be seen is whether the education profession 
has the vision and s k i l l  to harness i t s  energies and 
channel i ts  f low, or w i l l  be swept along, gasping, 
f l a i l i n g ,  and occasionally  sinking beneath the waves.
The time was r ipe f o r  improving schools through a partnership
e f f o r t .  Gale Bartow, President of the American Association of  School
Administrators (1983:2) ,  urged educators to c a p i ta l i z e  upon th is  time
in h istory  with the fo l lowing exhortation:
What a golden opportunity to bui ld unity  among s t a f f  
and community fo r  making schools even more e f fe c t ive !
Our communities are looking to us fo r  leadership, not 
defensiveness. The bal l  is in our court.
There was no un iversa l ,  c lear -cu t  method id e n t i f ie d  for  achieving 
change. White (1982:5) suggested that  community needs must be 
addressed ind iv idua l ly :
Since schooling takes place lo c a l l y ,  u l t im ate ly  each 
school and community w i l l  have to set i t s  own p r io r i t i e s  
based upon i ts  own unique needs. Usually th is  is done 
without much community input ,  but th is  time around perhaps 
out of necessity that  process must change. (Perhaps i t  is 
time to public ly  t a lk  about the implications of t racking,  
standards, balance between courses, length of school days, 
a l locat ion  of resources, and the compensation system.)
For instance, one survey shows business as perceiving 
many high school graduates lacking the s k i l l s  required fo r  
success in the workplace, while many of the educators 
believe th e i r  graduates possess the s k i l l s  business needs.
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With education high on the nat ion 's  agenda, educational leaders 
were given the c lear  d i rec t ion  not only to improve th e i r  product,  but 
to build c i t i z e n  support in the process. As educators bridged the gap 
between schools and the community they serve, they j o i n t l y  planned 
ahead. Together they began to an t ic ip a te  what might happen as well  as 
to a f fe c t  what does happen. Diane Ravitch, author and associate  
professor at  Columbia Univers ity  (1983:317),  c ry s ta l l i z e d  th is  concept 
in the fol lowing manner:
Despite the well-known dangers of  predict ion,  the 
f i e l d  of education is dependent on fu ture - th ink ing .  By 
i t s  very nature,  education is a forecast ,  fo r  in deciding 
what children (or adults)  should learn ,  we are making a 
statement about what they w i l l  need to know in the fu ture .
A Learning Trends e d i t o r ia l  analysis ("Community Outreach,"
1984:1) fu r the r  defined the process of  forecasting:
Restructuring schools fo r  our evolving information 
society requires us to pay a t tent ion  to changes in the 
world, nat ion, and state and to understand th e i r  
implications for  education. We also must scan and 
reevaluate another environment, the local community, to 
id e n t i fy  new student needs to determine what w i l l  work in 
schools of  the fu tu re .  A careful look at  our school 
communities w i l l  show us how communities are changing; we 
w i l l  see tha t  schools cannot serve t h e i r  communities 
unless they are an in tegra l  part  o f  them. . . . The task 
facing educators is to strengthen the sound core of  
education programs and provide new programs ta i lo red  to 
community dif ferences and involving the to ta l  range of the 
community's resources.
The challenge was given to develop a process for  involving  
parents, c i t i z e n s ,  and the en t i re  community in educational planning.  
Such a process helped both c i t izens and professional educators define  
t h e i r  roles in the school partnership as they shared in the respon­
s i b i l i t y  for  ac tua l iz ing  educational goals.
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Statement of the Problem
The purpose of th is  study was to develop an integrated program 
fo r  e f fe c t iv e  organizational  change w ith in  a school d i s t r i c t  involving  
s t a f f ,  student,  and c i t i z e n  p a r t ic ip a t io n .
The study addressed the fol lowing questions:
1. What organizational  factors acted as barr iers  against or 
channels for  f a c i l i t a t i n g  planned change?
2. What e f fe c t iv e  methods were integrated for  accomplishing 
organizational change?
3. How were s t a f f ,  students, and c i t izens  involved and i n t e r ­
re la ted  in the planning and changing processes?
4. What were the sequential steps and re lated time l ines for  
i n i t i a t i n g  and achieving planned change?
5. What human resources were required fo r  the implementation of  
e f fe c t iv e  organizational change?
6. How were the integrated methods fo r  planned change evaluated?
Signif icance of  the Study
The National Conmission on Excellence in Education (1983:32)  
stressed the "crucial  leadership role" school administrators played in 
set t ing educational goals and developing community consensus behind 
them. "Of a l l  the tools a t  hand," i t s  report  declared, "the public 's  
support for  education is the most powerful." The report fu r the r  urged 
the development of educational leadership s k i l l s  involving persuasion 
and goal se t t ing ,  then developing community consensus behind them.
The Connecticut State Department of Education ( 1980b:4) 
a r t ic u la te d  the need f o r  a planning model which included the 
involvement of students, parents, and the community:
In the past,  a few key indiv iduals with in  a d i s t r i c t  
could single-handedly make rat ional  plans. Today, 
however, there is an overabundance of  re levant  data,  the 
level of educational technology is constantly changing, 
and new, e f fe c t i v e  programs are being developed almost 
d a i l y .  Schools are being asked to solve broad, complex 
social  problems and to serve an increasingly  diverse  
c l i e n te le - - s tu d e n t s , parents, and community. For these 
reasons educators must employ a more r a t io n a l ,  systematic 
means of  decision-making.
Planning is no panacea, but i t  does provide a 
framework fo r  viewing change and coping with i t .  I t  
provides a measure of  control over the type of day-to-day  
changes tha t  w i l l  occur and a method of  responding to 
them. Planning also provides the means to determine 
present and fu ture  needs and the tools and time for  
developing programs to meet those needs.
In order to make t imely decisions, i t  is necessary 
to know a d i s t r i c t ' s  strengths and weaknesses and how 
others perceive them. The school serves various 
in te res ts  and publics such as parents, students,  
teachers, and other c i t i z e n s .  I t  is necessary to know 
how the various publics view t h e i r  system in order to 
serve them. In some cases the data and c i t i z e n  
perceptions w i l l  agree, but in others new weaknesses may 
be revealed. In s t i l l  other cases, the d i s t r i c t  may 
discover that  performance levels  in a given area are 
higher than the public perception of  that  performance, 
revealing a need to keep the public be t te r  informed.
Banach (1983:9) urged Nevada school boards to fol low a
c lear ly -def ined  cycle fo r  planned change:
Develop plans to f ind  out how well  you and your 
people are addressing the educational needs of  your 
community. I f  your mission is spelled out ahead of  
time and everyone understands the expectations,  
evaluation becomes easy . . . and re levant .  And that  
w i l l  produce next year 's  goals and an even be t te r  school 
d i s t r i c t .  . . . Begin by asking the people in your 
community what they expect from th e i r  schools. Then do 
some planning, and give the people what they want . . . 
or thoroughly explain why you can 't .
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Public sentiment fo r  s t a f f  and community p ar t ic ipa t ion  in educa­
tional  planning and change in Clark County, Nevada, was measured by 
e d i to r ia ls  heralding the beginning of  a comprehensive master plan 
development. The October 3,  1983 Las Vegas Review-Journal ("An 
Education Plan That Promises A Lot ,"  1983:6B) praised s t a f f  and c i t i z e n  
involvement in planning for  change:
The beauty of  Wentz's master plan rests in i t s  
advisers. Not only w i l l  school administrators,  teachers,  
parents, and the general public provide ins igh t ,  each and 
every d i s t r i c t  employee has been inv i ted  to p a r t ic ip a te  
from the beginning. . . . This is the sort  of  
fa r -s ighted  action Clark County needs to ensure i ts  
young c i t izens  receive the best and most e f f i c i e n t  
education possible,  from kindergarten through high 
school.
Without i t ,  we would be w h is t l ing  in the wind. With 
i t ,  constructive suggestions can prompt remedial 
measures.
The e d i t o r ia l  in the November 23, 1983, Valley Times ("We Applaud 
School Chief f o r  Master Plan Idea,"  1983) endorsed an integrated  
planning process:
. . .  we are pleased to note tha t  Superintendent of  
Schools Dr. Robert Wentz has launched a new, comprehensive 
program to evaluate ju s t  how we're doing, what we're  
accomplishing and where we're going in education here.
. . .  We applaud Bob Wentz and his s t a f f .  We are in 
awe of the undertaking he has launched. I ts  very 
beginning suggests to us a serious-minded dedication to 
the cause of excellence in education— one for  which th is  
community should be thankful.
The e d i to r ia l  in the Las Vegas Sun dated October 16, 1983 
("School Master Plan Enlists Good Help," 1983:18) c i ted in some 
deta i l  the structure of the local educational planning model in i ts  
ear ly stages. I t  ended on th is  note of  support for  community 
i nvolvement:
We applaud the e f fo r ts  of Wentz and the school board 
to include the public in the planning process. Schools, 
l i k e  other public e n t i t i e s ,  w i l l  face a tough b a t t le  for  
funds at  the 1985 Legis lature.
The master plan i t s e l f  w i l l  show leg is la to rs  that  
schools have spec i f ic  goals fo r  improvement.
More important,  by having so many authors, the master 
plan w i l l  prove Southern Nevadans have a strong in te res t  
in t h e i r  ch i ld ren 's  education.
Assumptions
For th is  study, the fol lowing assumptions were made:
1. Planning fo r  change within  an organization was a del iberate  
attempt to change the natural course of events.
2. There was a demonstrated need to plan fo r  the future within  
school d i s t r i c t  to improve performance and increase product iv i ty .
3. S t a f f ,  student,  and c i t i z e n  pa r t ic ip a t io n  in planning for  
change increased community ownership in the f in a l  product.
4.  Planning by i t s e l f  was not enough to produce change unless 
accompanied by a feas ib le  method for  implementation.
Limitations
The fol lowing l im i ta t io n s  applied to th is  study:
1. Systems theory was s p e c i f i c a l ly  id e n t i f ie d  as the 
theoret ica l  base.
2. The study was developmental in design.
3. Research fo r  developing an integrated program for  planned 
change was extrapolated from business management methods, 
organizational models, and planning designs used with in  educational 
systems.
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4. The developmental process, from i n i t i a l  research through com­
plet ion of  a handbook for  e f fe c t iv e  organizat ional change within a 
school d i s t r i c t ,  was l im i ted  to a period of two years.
Research Design
In the study of  administrat ive theor ies ,  systems theory consis­
t e n t ly  surfaced as a framework fo r  understanding the functioning of
organizat ions. As a consequence, systems theory was selected as the
theory base fo r  th is  study.
A review of related l i t e r a t u r e  included d e f in i t io ns  of systems 
theory, the ra t iona le  for  systems theory development, and the nature 
and functions of open systems. Contributions by the fol lowing  
theor ists  and systems analysts were reviewed: Kast and Rosenzweig
(1979),  Blendinger (1969),  Granger (1971),  Kimbrough (1983) ,  Mitchell  
(1978) ,  Barnard (1938),  Simon (1945) ,  Argyris (1962),  M i l l e r  (1978) ,  
Perrow (1979),  P fe f fe r  and Salancik (1978),  Berta lanf fy  (1968),  Katz 
and Kahn (1978),  Miles (1975),  and Immegart and Pi lecki  (1973).
Systems theory was applied to educational planning with a 
step-by-step comparison of the concepts previously reviewed.
Several concepts and techniques pert inent  to long-range planning 
and in harmony with systems theory were examined in the works of
Hamilton (1975) and Na isb i t t  (1982) .  Nationwide data pertain ing to
educational planning and change was surveyed from a va r ie ty  of  
h is to r ica l  and current sources.
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D e f in i t ion  of  Terms
Systems Theory Terms
Cu lture : The context with in  which the social system functions
(Kimbrough, 1983:307).
Holism: The theory that  in te rac t ing  wholes are greater  than the
sum of t h e i r  parts (M i tc h e l l ,  1978:25).
In te g ra t io n : The act of  un i t ing  with another organization or
another subsystem w ith in  the same system to blend into a whole. I t  is 
made possible when boundaries are r e l a t i v e l y  permeable (Kast and 
Rosenweig, 1979:114).
Suprasystem: The overarching, h ierarchical  structure
encompassing several re lated systems which are delineated by 
id e n t i f ia b le  boundaries (Kast and Rosenweig, 1979:98).
Planning Terms
Force f i e l d  an a lys is : A technique fo r  systematical ly looking at
the human forces fo r  and the human forces against a plan (Hamilton,  
1975:106).
Formative eva lua t ion : The process of  measuring or appraising the
worth of a project  throughout i t s  developmental stages. I t s  purpose 
is to ensure accurate and immediate information for decision making 
while the project is in progress (Hamilton, 1975:25).
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Megatrends: The major d irect ions of social  change in the United
States determined by content analysis of forced choice in a closed 
system (the "news hole" in newspapers) ( N a is b i t t ,  1982:2).
Strategic Planning: The process of  establ ishing the major
d irect ion  or mission of an organization (McConkey, 1983:59).
Organization of the Study
This study was divided into  f ive  chapters:
1. Chapter one included an introduction to the study, the 
purpose of  the study, and a statement of the problem. These were 
followed by assumptions, l im i ta t io n s ,  research design, d e f in i t io n  of  
terms, and organization of the study.
2. Chapter two presented a review of l i t e r a t u r e  pertaining to 
systems theory as a theory base fo r  th is  study, systems theory applied  
to educational planning and change with a step-by-step comparison of  
the concepts previously reviewed, several concepts and techniques 
pert inent  to integrated planning and organizational change in harmony 
with systems theory, and nationwide data perta in ing to educational  
planning and change.
3. Chapter three described the ra t ionale  fo r  developing an 
integrated program fo r  organizat ional change with in  a school d i s t r i c t  
involving s t a f f ,  student, and c i t i z e n  p a r t ic ip a t io n .
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4. Chapter four included an introduct ion to and a b r i e f  out l ine  
of a handbook (see Appendix C) e n t i t l e d  School System Strategy and 
Structure:  5 Steps to Success.
5. Chapter f i v e  provided a summary of the developmental study,  
conclusions, and recommendations fo r  fu r th e r  study.
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CHAPTER 2 
Review of  L i te ra tu re
Systems Theory as a Theory Base
Rationale for  Conceptual Thinking
"In many cases administrators seemingly approach events and 
problems in a concrete,  iso la ted ,  and spec i f ic  manner," observed 
Kimbrough (1983:316).  In dealing with the immediate r e a l i t i e s  of a 
s i tu a t io n ,  thought was given to l i t t l e  else  besides addressing the 
c r is is  a t  hand. While recognizing the need fo r  resolving immediate 
c o n f l ic ts ,  the systems-oriented administrator  approached si tuat ions  
with the understanding tha t  there were "general pr inc ip les  that  can 
usual ly  be applied to the specif ic"  ( I b i d . ) .  Conceptual thinking was 
thus focused on broad concepts which were applied to a p a r t ic u la r  
instance.
D e f in i t io n  of Systems Theory
Kast and Rosenzweig (1979:98) portrayed a system as "an organized 
unitary  whole composed of two or more interdependent par ts,  
components, or subsystems and delineated by id e n t i f i a b le  boundaries 
from i t s  environmental suprasystem."
Systems theory (Kimbrough, 1983:269) was viewed as "a frame of  
reference for  ana lys is ."  Blendinger (1969:56) fu r the r  defined systems 
theory:
Systems analysis is the process of  breaking down or 
taking apart an ex is t ing  whole into i t s  constituent  parts
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or elements fo r  the purpose of  depicting the r e l a t i o n ­
ships of the parts to the whole and to each other.
Granger (1971:94) gave ye t  another description of systems theory:
The generic term system analysis is employed to 
describe a general planning or macroanalytic process 
which involves looking a t  a problem or system 
organismical ly  as well as a n a ly t i c a l ly .
The systems approach ( M i tc h e l l ,  1978:25) emphasized that  " i t  is 
the whole, the combination, and in te rre la t ionsh ips  of parts that  w i l l  
provide the greatest ins igh ts ."  Kimbrough also viewed the organization  
as a system (1983:292):
To understand a phenomenon we must recognize that  
the whole is greater  than the sum of i ts  parts.  Any 
analysis of the parts without consideration o f  how they 
in te ra c t  is inadequate.
Need fo r  Systems Theory Development
Pr ior  to i t s  a r t i c u la t i o n ,  Barnard (1938:289) protested the lack 
of a systematic concept founded in the social sciences. He envisioned 
such a scheme as v i t a l  fo r  communication as well as fo r  understanding 
organizations. Simon (1945:240) fu r th e r  emphasized Barnard's argument 
by claiming an approach was needed in administrative  theory which 
id e n t i f ie d  condit ions under which administrat ive pr incip les  should be 
applied.
Nature and Functions of Open Systems
Argyris (1962:61) viewed an organization as an open system that  
acted on and reacted to i ts  environment. He id e n t i f ie d  three  
fundamental a c t i v i t i e s  of an organization:  (1) achievement of
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object ives,  (2) in te rnal  maintenance, and (3) adaptation to the 
external environment. He projected that  organizational growth was a 
function of the extent to which these a c t i v i t i e s  were carr ied out.
Permeable Boundaries. "Open systems have r e l a t i v e l y  permeable 
boundaries," proposed M i l l e r  (1978:18).  Energy and matter exchange 
occurred between the system and i ts  environment as i t  received inputs 
and provided outputs. Units with in  the organization were not able to 
in te ra c t  with units in the environment i f  organizational boundaries 
were not crossed over.
"Because the boundaries can be transcended, events in the 
environment can a f fe c t  the internal  structure and a c t i v i t i e s  of the 
system," advised Kimbrough (1983:299).  Several theor ists  contended 
tha t  there was inadequate at tent ion  given to th is  "most powerful 
influence" on organizations (Perrow, 1979; P fe f fe r  and Salancik,  1978).
The boundaries of  an organization were also in contact with the 
boundaries of numerous other organizat ions. Because these boundaries 
were r e la t i v e ly  permeable, many authors suggested a major function of  
organizational management was to "serve as an agent to ensure 
integration and cooperation" (Kast and Rosenzweig, 1979:114).
Hierarchy and In te g ra t io n . System theor ists  maintained that  a l l  
concrete systems with any degree of complexity were h iera rch ica l :  a l l
systems, except the very smallest,  were composed of  subsystems; and a l l  
systems, except the very la rgest ,  were part of a suprasystem 
( M i l l e r ,  1978:4).
Kast and Rosenzweig (1979:108) stressed integrat ion and holism 
when they conceptualized tha t  a l l  re lated subsystems in teracted,  each 
making contr ibutions to the system of which i t  was a part .  Of the f i  
in te rac t ing  subsystems they defined as components of  an organizat ion,  
two were p a r t ic u la r ly  per t inent  to th is  study.
The goal and values subsystem of an organization derived many 
organizat ional  values from the environment. The organization i t s e l f  
a societal  subsystem existed to accomplish specif ied goals "assigned" 
by the society.  By continuing to receive needed inputs to sustain 
i t s e l f ,  the organizat ion gave required at tent ion  to the values and 
goals of  the society (Kast and Rosenzweig, 1979:109).
The managerial subsystem spanned the to ta l  organization as i t  
focused on environmental l inkages, goal se t t in g ,  planning, structure  
design, development of control processes, and formative evaluation  
( I b i d . ,  p. 110).
Combating Entropy. All  systems over time tended to pass from 
ordered arrangement to disorder  and disorganization as energy was 
converted into an equivalent amount of  work. This chaos or lack of  
patterning which evolved in a system was known as entropy ( M i l l e r ,  
1978:13).
This tendency toward a decrease in order and an increase in 
disorder was minimized in open systems to the extent that  they 
exchanged matter ,  energy, and information with t h e i r  environment. 
These inputs v i r t u a l l y  "arrested" the tendency toward entropy. In
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fa c t ,  on occasion they even established greater  order (B e r ta la n f fy , 
1968:18).
When an open system (1)  cont inual ly  used the inputs of matter,  
energy, and information, (2) transformed these, (3)  provided outputs to 
the environment, and (4) thus achieved a state  of balance in te rn a l ly  
and with i t s  environment, i t  entered into a "steady state" or "dynamic 
equi l ibr ium ."  The open system adapted in response to changes in the 
environment.
Changes in the environment threw the system into a state  of  
imbalance. An open system accommodated these changes and returned to a 
steady s ta te .  In responding to changes in soc iety ,  an organization  
survived i n d e f in i t e ly  by the continued and appropriate use of inputs 
(Kimbrough, 1983:301).
In the e f f o r t  to survive and maintain balance, social  systems 
used both adaptive and maintenance devices. Without maintenance 
devices, changes occurred so rap id ly  that  the several subsystems were 
out of balance. The adaptive devices ensured response to changes both 
in te rn a l ly  and ex te rn a l ly ;  thus dynamic equil ibr ium was maintained 
(Katz and Kahn, 1978:51).
Feedback. A response to output which helped a system modify i ts  
future functioning, feedback was e i th e r  posit ive  or negative. Posit ive  
feedback reinforced the system's action and caused the system not to 
adapt to change. Negative feedback opposed a system's action and 
encouraged "correct ive a c t i v i t y "  to maintain a steady s ta te .  Some
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feedback was probably in te rn a l ;  however, much of the feedback expressed 
in organizations came from "sources external to the system" (Granger, 
1971:30).
Feedback damaged an organization i f  i t  was (1) only one-sided,
(2) inaccurate,  (3)  i n s u f f i c ie n t  in amount, or (4) inadequately 
processed. Any of these conditions made i t  impossible to correct ly  
determine i f  a system's outputs were in need of  a l t e r a t io n  (Kimbrough, 
1983:303).
The fol lowing concepts were applied to system feedback:
1. Too much negative feedback was depressing to the members of a 
system.
2. Too much feedback resulted in "system overload" and increased 
entropy.
3. Organizations demonstrated the need fo r  a balance between 
posit ive  ( re in forc ing )  and negative ( c r i t i c a l )  feedback, in amounts 
that  were processed, to maintain a steady s ta te .
4. The feedback was both in terna l  and externa l ;  in te rnal  feedback 
kept the subsystems in balance and external feedback indicated how the 
organizat ion's  outputs were received by the environment ( I b i d . ) .
E q u i f i n a l i t y . Open systems exhibi ted e q u i f i n a l i t y , which was the 
"property of a system which permits d i f f e r e n t  results  from s im i lar  
inputs and s im i la r  results from a l te rn a t iv e  inputs" (Granger,  1987:30).  
This concept was applied to systems in the fol lowing ways:
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1. Organizations had varied input levels of human and f isca l  
resources, yet  s t i l l  achieved s im i la r  goals.
2. Organizational outputs var ied widely even though the inputs 
were "equal."
3. There was no "one best way" to achieve any p a r t ic u la r  
organizational goal;  instead,  there were a number of  acceptable 
a l te rn a t iv e s .
This concept led to "contingency theory," which maintained that  
what may be appropriate in one s i tu a t ion  may not be in another.  I t  was 
noted, however, that  i t  was deceptively easy to j u s t i f y  current  
pract ices by accepting every s i tu a t ion  as d i f f e r e n t  (M i les ,  1975:247).
Immegart and Pi lecki  (1973:42) proposed the concept of  
e q u i f in a l i t y  in concise summary:
1. I t  opened the horizons regarding a l te rn a t iv e s .
2. I t  underscored the need fo r  goals.
3. I t  emphasized the ra t ional  progression from an i n i t i a l  state  
to the desired goal,  using appropriate procedures.
4. Goal r e a l iz a t io n  was not determined by i n i t i a l  states and 
procedures in and of themselves.
5. Goal r e a l iz a t io n  was the resu l t  of "appropriate ,  planned 
system a c t i v i t y  directed toward real and feasib le  goals."
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Systems Theory Applied to Educational Planning
From Conceptual to Concrete
As an educational organization was viewed conceptually,  examining 
the parts in re la t io n  to the whole and in re la t ion  to each other ,  the 
impact o f  a given action was viewed in terms of both i t s  short-term and 
long-term e f fe c ts .  When there was a concern fo r  l inkages in time and 
space, there was also a concern fo r  the fu ture .  The logical  outgrowth 
was integrated educational planning.
Long-term goals were recognized and short-term goals which were 
consistent with them were id e n t i f i e d .  As an issue was analyzed and 
a l te rn a t ives  proposed, those a l te rn a t ives  were evaluated in terms of  
the desired goals to be achieved.
Systems theory was applied to educational planning as a way of  
explaining what was observed, making predictions about what would 
occur, and guiding actions (Kimbrough, 1983:307).
D e f in i t ion  of  Systems Theory
The "general pr inciples"  of  systems theory were applied to the 
"specif ics"  of educational planning:
1. The "system" (Kimbrough, 1983:309) was defined as the school 
d i s t r i c t ,  with interdependent subsystems defined as the major areas of  
operation and funct ion.  Id e n t i f i a b le  boundaries were determined by 
separation of  tasks.
2. The environment "suprasystem" (Kast and Rosenzweig, 1979:98) 
included parents, community members, business and industry members, and
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elected o f f i c i a l s ,  as well as the organizations they represented.
3. "Systems analysis" (Blendinger,  1969:56; Granger, 1971:94; 
Kimbrough, 1983:296) included iden t i fy in g  the major areas of school 
d i s t r i c t  operation and function,  analyzing how they were re lated and 
the ro le  each f i l l e d  in re la t ion  to the overall  d i s t r i c t .
4. "Holism" ( M i tc h e l l ,  1978:25; Kimbrough, 1983:292) suggested 
that  school d i s t r i c t s  created a la rger  impact than simply the sum of  
t h e i r  major areas of  operation. A study of  the in te rre la t io nsh ips  of  
these areas provided insights in planning.
5. The "fundamental a c t i v i t i e s  of an organization" (Argyr is ,  
1962:61) provided the ra t iona le  fo r  planning. Among these were: to 
achieve educational object ives;  to maintain a high q u a l i ty  internal  
organizat ion;  and to respond to the values of  the community served.
Permeable Boundaries.
1. In educational planning, major areas of operation benef it ted  
from in te rac t ion  with units in the environment; these "inputs" and 
"outputs" had a "powerful influence" on the system (Perrow, 1979; 
P fe f fe r  and Salancik,  1978).
2. As events in the environment were dea l t  with in planning, they 
affected "the in ternal  structure and a c t i v i t i e s  of the system and 
subsystems" (Kimbrough, 1983:299).
3. A major function of management in educational planning was to 
"serve as an agent to ensure in tegrat ion  and cooperation with the 
community" (Kast and Rosenzweig, 1979:114).
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Hierarchy and In te g ra t io n . ( M i l l e r ,  1978:4; Kast and Rosenweig 
1979:108)
1. All  school d i s t r i c t s  were composed of  subsystems and were part  
of a suprasystem.
2. Major areas of  operation and function (subsystems) w ith in  a 
school d i s t r i c t  (system) were re lated and interacted in planning, each 
impacting the other subsystems as well as the system.
3. The school d i s t r i c t  existed to accomplish specif ied goals 
assigned by i t s  society (suprasystem). I f  the d i s t r i c t  sustained 
i t s e l f ,  i t  continued to receive those needed inputs which re f lec ted  the
values and goals of the society.
4. I t  was the ro le  of the school d i s t r i c t ' s  managerial subsystem 
to focus on environmental l inkages, goal se t t in g ,  structure design,  
development of  control processes, and formative evaluation when 
addressing long-range educational planning.
Combating Entropy. ( M i l l e r ,  1978:13; Berta lanf fy  1968:18,  
Kimbrough, 1983:301; Katz and Kahn, 1978:51)
1. Inputs and outputs exchanged between a school d i s t r i c t  and i ts  
environment tended to ar res t  the movement toward disorder (entropy)
which evolved over time in a system.
2. School d i s t r i c t s  anticipated and accommodated future  changes 
in the environment through the process of  integrated planning.
3. Adopted p o l ic ie s ,  defined procedures, established  
structures,  managerial hierarchy,  negotiated agreements, and state
29
laws a l l  acted as ongoing maintenance devices to prevent changes from
occurring too rap id ly  fo r  a school system to accommodate them.
4. In cer ta in  school d i s t r i c t s ,  integrated educational planning 
(which included a wide range of  inputs and feedback as a resu l t  of  
s t a f f ,  student, and c i t i z e n  p a r t ic ip a t io n )  acted as an adaptive device 
to ensure response to both internal  and external changes.
Feedback. (Granger, 1971:30; Kimbrough, 1983:303)
1. School d i s t r i c t s  received feedback in educational planning
through s t a f f ,  student,  c i t i z e n ,  and media par t ic ipa t ion  and reaction.
2. Feedback in planning helped d i s t r i c t s  ant ic ipate  and 
accommodate fu ture  changes in the environment, as long as that  feedback 
was balanced, accurate,  s u f f i c i e n t ,  and adequately processed.
3. S t a f f  and student p a r t ic ipa t ion  and reaction ( in te rna l  feed­
back) helped to keep school d i s t r i c t  subsystems in balance.
4. C i t izen  and media p ar t ic ipa t ion  and reaction (external feed­
back) indicated how school d i s t r i c t  outputs were being received by the 
environment.
E q u i f i n a l i t y . (Granger, 1972:30; M iles ,  1975:237; Immegart and 
P i le c k i ,  1973:42)
1. There was no "one best model" fo r  s t a f f ,  student,  and c i t i z e n  
p ar t ic ipa t ion  in educational long-range planning. What was best fo r  a 
p a r t ic u la r  school d i s t r i c t  depended upon in te rnal  and external factors  
unique to that  system.
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2. When undertaking educational planning, i t  was important not to 
attempt to r a t io n a l i z e  current practices in a d i s t r i c t  so le ly  on the 
premise that  every s i tu a t ion  was d i f f e r e n t .
3. Feasible goals as a foundation fo r  educational planning were 
e s s e n t ia l .
4.  In school d i s t r i c t  planning, there was no guarantee that  
spec if ic  procedures in and of themselves guaranteed goal r e a l i z a t io n .  
Similar  subsystems began at  the same s ta r t ing  points and employed the 
same methods, y e t  s t i l l  obtained d i f f e r e n t  resul ts .
5. E q u i f in a l i t y  presented an increased need to emphasize rational  
progression and appropriate procedures in an e f f o r t  to reach desired 
goals in educational planning.
Summary
Systems theory was of  great value to the educational administrator  
as a frame of  reference fo r  long-range planning. An administrator  
u t i l i z i n g  th is  approach in planning:
1. emphasized goal o r ienta t ion;
2. sought both internal  and external inputs;
3. considered the t o t a l i t y  of  the s i tu a t ion ;
4. was aware of  the dynamic in te r re la t io n s  among groups, events,  
and ideas;
5. sought feedback;
6. examined various a l te rn a t ives ;
7. applied a formative evaluation process; and
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8. planned fo r  fu ture  trends and possible long-range impact 
(Kimbrough, 1983:319; Hamilton, 1975:106).
Management Techniques fo r  Long-range Educational Planning
Needs Assessment
The four basic steps to a formalized needs assessment process 
included:
1. id en t i fy ing  areas o f  concern;
2. determining what the condit ions were (what was);
3. c la r i f y in g  values or c r i t e r i a  (what should have been); and
4. l i s t i n g  the needs (discrepancy between what was and what
should have been) (Hamilton, 1975:42).
Id en t i fy in g  areas o f  concern was a process f o r  gathering a broad 
spectrum of  issues. I t  consisted of  asking parents, teachers, and 
students what important things the schools should accomplish. These 
issues were then analyzed and ref ined into a set of concerns which a l l  
involved agreed upon.
Determining present conditions required research, with data 
sources l i s t e d ,  gathered, summarized, and thoroughly studied.
C la r i fy in g  of values or c r i t e r i a  required agreement upon those 
things which were determined to be most important.  In addit ion to a 
statement of  purpose, philosophy, goals,  or ob ject ives ,  i t  was helpful  
to look at  how the or ig ina l  issues were p r i o r i t i z e d  to determine those 
things most highly valued. L is t ing  the needs then became a natural  
outgrowth (Hamilton, 1975:31).
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Formative Evaluation
Evaluation was a process which provided fo r  the systematic 
measurement of the mer it  of  a project  or program. When th is  process 
was applied throughout the development of  a p ro je c t ,  i t  was cal led  
formative evaluation.  Formative evaluation was applied to assure 
immediate and systematical ly  organized data which assisted in accurate 
decision making. The more pert inent  the formative evaluation,  the 
be t te r  the end resu l t  (Hamilton, 1975:25).
The purpose of  formative evaluation was to assure that  the 
fol lowing steps were accomplished:
1. Goals, ob ject ives ,  and standards were defined.
2. Instruments and other procedures fo r  obtaining information  
were designed.
3. Necessary information was gathered.
4. Discrepancies, i f  any, between the desired implementation 
and the actual implementation were id e n t i f ie d .
5. Corrective ac t ion ,  i f  needed, was indicated.
Formative evaluation was a step-by-step understanding of the
dimensions of decision making. I t  was also a "technology which permits 
the decision maker to systematical ly  analyze his process and to make 
e x p l i c i t  to himself and others the values, data and other  
considerations that  went into the decisions" (Hamilton, 1975:30).
Forecasting
Planning for  the future  focused on set t ing  goals fo r  a society  
which was not yet  f u l l y  evolved. According to N a is b i t t ,  American
33
society was caught between eras , moving from the old to the new. For
twelve years,  N a is b i t t  and his associates closely monitored 6,000 local
newspapers, assessing public behavior through a method cal led content
analysis (1982:4):
Why are we so confident that  content analysis is an 
e f fe c t iv e  way to monitor social  change? Simply stated,  
because the "news hole" in a newspaper is a closed system.
For economic reasons, the amount of  space devoted to news 
in a newspaper does not change s i g n i f i c a n t ly  over t ime.
So, when something new is introduced, something else or a 
combination of  things must be omitted. You cannot add 
unless you subtract .  I t  is the pr inc ip le  of  forced 
choice in a closed system. . . .  In th is  forced-choice  
s i tu a t io n ,  societ ies add new preoccupations and forget  
old ones. In keeping track of the ones that  are added 
and the ones that  are given up, we are in a sense 
measuring the changing 'share of the market' that  
competing societal  concerns command.
This process of forced choice in a closed system is a 
very trustworthy process fo r  the purpose of  our studies;  
none of  the people engaged by i t  ( the reporters and 
ed i to rs )  know i t  is occurring. . . . The methodology we 
have developed is also f ree  from the e f fec ts  o f  biased 
reporting because i t  is only the event or behavior i t s e l f  
tha t  we are interested in .
N a is b i t t  ( I b i d . )  i d e n t i f ie d  ten "megatrends," or "new di rect ions  
transforming our l ive s" :
1. From an industr ia l  society to an information society.
2. From forced technology to high tech/high touch.
3. From a national economy to a world economy.
4. From short term to long term.
5. From cen t ra l iz a t io n  to decentra l iza t ion .
6. From in s t i tu t io n a l  to se l f -h e lp .
7. From representative democracy to par t ic ipa to ry  democracy.
8. From hierarchies to networking.
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9. From north to south.
10. From e i t h e r /o r  to m ult ip le  option.
N a is b i t t  of fered readers a new context w ith in  which to sort out 
and assess current events. In doing so, however, he predicted his work 
would cause some controversy ( I b i d . ,  p. 9) :
I r isk displeasing the experts and subject  
spec ia l is ts  who can argue th a t  to take a leap of  
describing the world in terms of  ten s h i f t in g  categories 
is too s im p l is t ic .  In t h e i r  way, they are probably 
r ig h t .  Yet I th ink i t  is worth the r is k .  . . . With a 
simple framework we can begin to make sense o f  the world.
And we can change tha t  framework as the world i t s e l f  
changes. . . . Trends t e l l  you the d i rec t ion  the country 
is moving in .  The decision is up to you. But trends,  
l i k e  horses, are eas ier  to r ide  in the d i rec t ion  they are 
already going. When you make a decision that  is 
compatible with the overarching trend, the trend helps 
you along. You may decide to buck the trend,  but i t  is 
s t i l l  helpful to know i t  is there.
Force Fie ld  Analysis
A powerful technique fo r  systematical ly  looking at  forces which 
impact change was the force f i e l d  analysis technique. The following  
essent ial  features of  forces were considered (Hamilton, 1975:105):
1. Any set of conditions existed because of counterbalancing 
forces for  and against .
2. An equil ibr ium was maintained as long as the forces remained 
equal on both sides.
3. When a condition was at  r e s t ,  the counterbalancing forces were 
assumed to be constant.
4.  When a single force was changed, movement of the condit ion was 
the resu l t .
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5. Velocity  of the movement from the center  was determined by the 
power and number of  new forces for  or against the present condit ions.
I f  educational conditions were changed in an e f f o r t  to improve a 
s i tu a t io n ,  ex ist ing forces which maintained the present conditions were 
changed f i r s t ,  Hamilton ( I b i d . ,  p. 118) cautioned concerning th is  
process:
Such interferences should be undertaken only a f t e r  a 
careful analysis o f  the force f i e l d  to an t ic ip a te  where 
intervent ions must be made to shore up the s t ruc ture .  To 
do less is l i k e  removing the props from under a bridge 
without knowing whether i t  can continue to stand.
The fol lowing guidelines were used when applying the force f i e l d
analysis technique:
1. The force f i e l d  was analyzed by set t ing  down, in opposite 
columns, those forces f o r  or against any change being successful.
2. The forces were s p e c i f ic — never general.
3. The forces represented the feel ings o f  as many groups or 
indiv iduals  as considered themselves concerned with the issue.
4. The f i r s t  set of forces was based on perceptions of what then 
existed or would ex is t .
5. These perceptions were tested by discussion with those 
concerned.
6.  The test ing  was with a l l  part ies personal ly concerned or by 
credible  representatives of  the groups.
7. Forces were analyzed according to p r i o r i t y  (those most 
important and those least  important) .
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8. Planned intervent ion increased those forces fo r  the desired 
program and lessened those forces against the program's success 
( I b i d . ) .
S t a f f ,  Student, and C i t izen  Par t ic ipa t ion  in Educational Planning
Histor ica l  Perspective
The need fo r  cooperation between schools and the community was no
new phenomenon, as demonstrated by the fol lowing excerpt from a
November 1910 essay e n t i t l e d  "Cooperation with Outside Forces,"
repr inted in the October 1983 American School Board Journal ,
("Reprise," 1983):
The public schools, whi le  they are r ig h t ly  considered 
to be the greatest  educational force in the country,  
cannot stand alone in t h e i r  e f fo r ts  to raise the 
in te l l e c t u a l  and c iv ic  standing of  the nation. They are 
one of many social  agencies which make up the l i f e  of  the 
nat ion,  and they are in no sense s u f f ic ie n t  to them­
selves. . . . The modern school administrator well under­
stands th is  f a c t ,  and ava i ls  himself of many outside forces 
to strengthen his own work, and to give the children under 
his charge the best possible preparation fo r  l i f e  and 
l i v i n g .  . . . School a u thor i t ies  should not merely accept 
proffered help, but should be aggressive in seeking i t .
Re l le r  (1954) h i s t o r i c a l l y  outl ined the ro le  tha t  parents and lay
people played in the educational system from the town meetings of the
18th century, the unwieldy school boards of the 19th century,  the
origins and development of  voluntary public education associations and
c i t i z e n s '  commissions, to the National Congress of  Mothers and the PTA.
He emphasized continuing cooperation and c i t i z e n  involvement to ensure
progress and innovation in public education.
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Goldhammer (1957) traced the h is to r ica l  development of America's 
schools from simple, lo c a l ly  control led in s t i tu t io n s  to complex, s ta te -  
controlled and highly professionalized systems. A f te r  examining psycho­
logical  sources of  potent ia l  c o n f l i c t  between the professional educator 
and community members, he proposed three general techniques to avoid 
c o n f l ic t :  (1)  increased c i t i z e n  p a r t ic ip a t io n ,  (2)  an expanded flow of
information about the schools to the community, and (3) an avoidance of
" p a te rn a l is t ic "  a t t i tudes  among administrators.
A professor at  Yale Un ivers i ty 's  Child Study Center,  Stern (1957) 
emphasized tha t  the q ua l i ty  o f  the school re f lec ted  the level of  
parent-school in teract ion  in the community. He drew at ten t ion  to the 
specif ic  need fo r  the school to understand the community sett ing as a 
part of  the development of  the "whole c h i ld ."  Only when the school 
accepted and worked with the community would the community accept and 
work with the school, Stern maintained, thus developing a va l id  
educational environment:
There is a need fo r  real parent input and 
decision making, not ju s t  placation of the public and
formation o f  an organization to "yea-say" present school 
policy and programs.
Reviewing the ro le  that  l e g i t im a te ly  belonged to professionals,  
Bortner (1966) pointed out the implications of  a democratic sharing of  
power with the people:
1. The level of educational programs was always t ied  roughly to 
the level of public sentiment.
2.  Relations between school and community were two-way.
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3. The public had a r ig h t  to a ro le  in curriculum determination.
4.  Parent and lay advisory groups, as well as independent c i t i ­
zens' committees, played an important ro le  in policymaking.
Hoke (1968) noted that  comprehensive programs of  parent involve­
ment in educational change cut across so c ia l ,  r a c i a l ,  and economic 
l ines in the community. He c i ted  precautions fo r  those engaged in 
school-community endeavors:
1. "Reali ty"  fo r  the indiv idual  was determined by what his or her 
reference group accepted as r e a l i t y .
2. Correct knowledge was not automatically  created by f i rs t -hand  
experience; i t  was also colored by informal t ie s  between an individual  
and his or her peers.
3.  I f  a program was designed to bring about a change in behavior,  
those indiv iduals  involved a c t iv e ly  par t ic ipa ted in the planning and 
execution of  that  program.
4. This "crucial  element of  personal involvement" was ref lected  
in voluntary attendance, in fo rm a l i ty  of  meetings, and freedom of  
expression in voicing grievances.
McPherson (1969),  the former associate superintendent of  the 
School D i s t r i c t  of  Philadelphia ,  claimed that  the development of  
community power created more power fo r  a l l  part ic ipants  in the 
governance of  local school d i s t r i c t s .  He argued fo r  greater  
rec e p t iv i ty  and leadership on the part  of school administrators to 
include the community in policy and educational a f f a i r s .  The lack of  
community involvement to date,  McPherson noted, was not only caused by
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the reluctance and lack of i n i t i a t i v e  of  administrators; i t  was also 
caused by d i f f i c u l t y  in developing e f fe c t iv e  community leadership. He 
urged established community organizations and local un ivers i t ies  to 
reduce t h e i r  influence and to encourage real community p ar t ic ipa t ion  on 
a wider scale.
Jordan (1974),  president of  the Board of  Education of  Emporia, 
Kansas, argued on the basis of a survey of  school superintendents that  
most school boards suffered from lack of  information and iso la t ion  from 
th e i r  community. He stressed th a t  the fundamental obl igation of  the 
school board was to systematical ly  and equitably gather the to ta l  
perspective of the community and apply i t  to education. To be 
e f fe c t i v e ,  Jordan spec i f ied ,  the school board systematical ly and 
s c i e n t i f i c a l l y :  (1)  determined what the community wanted, (2)
evaluated thoroughly and ob jec t ive ly  the functioning of the school 
system, and (3) gathered facts through pol ls of parents, students, and 
teachers.
State Educational Planning Models
Connecticut State Department of Education. The Planning, Evalua­
t ion ,  and Resource Management (PERM) model was designed to "improve 
school operations through a series of  wel l-def ined steps," as 
described in Volumes 1 and 2 of the PERM Handbook Series (Connecticut 
State Department of Education, 1980).  This model proposed a j o in t  
venture between state department s t a f f  and local school d i s t r i c t s .
The state  department provided technical assistance, publicat ions,
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guidelines, t ra in in g  workshops, and consultation . Local school 
d is t r ic ts  developed th e i r  own procedures, conducted eva luations, and 
continued to "analyze results  fo r  in te rna l program adjustment and 
management."
The PERM Model operated in four phases which: defined goals
(phase I ) ,  id e n t i f ie d  needs (phase I I ) ,  evaluated programs (phase I I I ) ,  
and allocated resources (phase IV ) .  The phases were designed so local 
school d is t r ic ts  proceeded from goal se tt in g  through research 
a llo ca t io n  over a s ix -year  period.
A technical assistance network provided local d is t r ic t s  with sup­
port services fo r  developing re la ted  s tra te g ie s ,  methods, and 
procedures. F ie ld  service o f f ic e rs  provided help fo r  d is t r ic ts  
experiencing d i f f i c u l t y .
The PERM Model emphasized several key facets of comprehensive 
planning:
1. I t  was a process involving many people and groups.
2. I t  was fu tu re -o r ien ted  and concerned with d ire c t io n ,
commitment, and action .
3. I t  system atica lly  obtained, organized, and used information  
fo r  decision-making.
4. I t  involved several sequential steps and procedures.
5. I t  was continuous and cyc lica l in nature.
6. I t  was concerned with the t o t a l i t y  and breadth o f the e n t ire
educational system.
7. I t  was a means fo r  improving management and acco u n tab ili ty .
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8. I t  was systematic, employing procedures and time lines in pre­
scribed, in te r r e la te d ,  and scheduled steps.
9. I t  set the stage fo r  e f fe c t iv e  changes.
New Jersey State Department o f Education. The Local D is t r ic t  
Planning Model (New Jersey State Department o f Education, 1983) was 
designed to ass is t each ind iv idual d i s t r i c t  in the development of  
objectives and a plan o f  action . No sp ec if ic  format was required, and 
there were no mandated forms to complete. Local d is t r ic ts  were 
permitted to use whatever s ty le  they have found to be most appropriate ,  
provided the s tructure  incorporated the basic elements of "a good 
planning process."
A basic model was presented with suggestions th a t  i t  be used as 
a basis fo r  the development o f objectives and a plan o f action. I t  
involved four general steps: (1 )  id e n t i f ic a t io n  of p r io r i t i e s ,  (2)
d e f in i t io n  of p r io r i t y  needs, (3 )  development of a plan of action ,  
and (4) evaluation o f a c c o m p l i s h m e n t s .
The suggested components of the plan of action included: (1)
tasks and a c t i v i t i e s ,  (2 ) personnel, (3 ) resources, (4 ) time l in e ,
(5) eva lua tion , (6) co n stra in ts , and (7) consequences.
Oregon Department o f Education. The sta te  of Oregon refined i ts  
educational planning process over the la s t  twelve years , but i ts  
planning process retained the same ten steps (Oregon Department of  
Education, 1975):
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1. set (or revised) goals;
2. conducted assessment;
3. id e n t i f ie d  needs;
4. p r io r i t i z e d  needs;
5. developed (o r  modified) o b jec tives;
6. id e n t i f ie d  a l te rn a te  plans;
7. selected (o r  modified) plan;
8. a llocated  (or s h if te d )  resources;
9. implemented and opera tionalized  plan; and
10. evaluated plan and outcomes.
Verne Duncan, Oregon's State Superintendent of Public In s tru c t io n ,  
established e igh t task forces in 1984 to study Oregon's Action Plan fo r
Excellence (Oregon Department o f  Education, 1983:4), which accomplished
these stated goals:
1. developed a s ta te  required curriculum in a l l  basic academic 
programs, kindergarten through grade 12;
2. administered a s ta te  te s t  to every Oregon student in the 3rd, 
6th , and 10th grades in basic s k i l l s ;
3. in s t i tu te d  a s ta te  8th grade examination fo r  a l l  students as 
they completed the grade school program;
4. increased the sta te  graduation requirements in math and 
science; reviewed a l l  of the current graduation requirements;
5. developed a p r o f i le  on the performance of each school in 
Oregon as a means o f measuring how well they were meeting expectations;
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6. in s t itu te d  a s ta te  honor diploma fo r  students reaching a high 
level of achievement;
7. asked the le g is la tu re  to give the sta te  board of education 
au th o r ity  over the teacher and adm inistrator evaluation process;
8. extended the school year to 190 days; and
9. began a study o f how the school day was cu rren tly  used (the  
goal being to increase the amount of productive ins tru c tiona l time 
during the day).
Goal areas were combined to create the follow ing projects:
1. curriculum;
2. academic achievement;
3. statewide assessment;
4. re c ru i t in g ,  developing, and re ta in ing  q u a li ty  s t a f f ;
5. school improvement;
6. technology;
7. time; and
8. balancing competing values (which also monitored the other 
task fo rces ).
Each pro ject had a task force of ten professional educators and a 
review panel o f  55 community members. The time a l lo c a t io n  from 
beginning meeting to f in a l  report to the s ta te  board o f education was 
105 days (Oregon Department of Education, 1983).
When the projects were completed, the e igh t task forces recom­
mended that the state  take more control in imposing higher standards 
upon school d is t r ic t s ,  including a common core curriculum and statewide
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te s t in g . Further recommendations included th a t  a fourth year of  
English be added to graduation requirements and that tenure not be 
granted fo r  l i f e .  In summary, the report stated that local schools 
should adopt b e tte r  management practices and reduce classroom in te r ­
ruptions ("Oregon Panels Recommend More State School Control,"  1984).
School D is t r ic t  Planning Models
Broward County, F lo r id a . In January 1980, Dr. William McFatter, 
Superintendent o f Schools in Fort Lauderdale, Broward County,
F lo r id a ,  requested th a t  a small group o f  community leaders serve as a 
nucleus fo r  a comprehensive planning e f f o r t  to provide d irec t io n  to the 
school system over the next f iv e  years. A steering committee of 
fourteen members representative of the community accepted the charge 
and was designated the Superintendent's Commission on Public Education 
(SCOPE). The planning e f fo r t  began in February 1980 (Superintendent's  
Commission on Public Education, 1981).
A re c ru it in g  e f f o r t  over the next f iv e  months created an enlarged 
committee of 150 members, 100 of whom were business leaders. Profes­
sional educators and p o l it ic ia n s  were not included on th is  committee. 
The group was divided into seven task forces , which studied issues 
between August 1980 and May 1981. O f f ic ia l  consideration of the 
SCOPE plan by the school board resulted in the adoption o f 100 
recommendations in August 1981 (Superintendent's Commission on Public 
Education, 1981b). Two years l a t e r ,  70 o f the 100 recommendations were 
f u l ly  implemented (Murray, 1983).
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A philosophy of education was drafted and adopted near the begin­
ning of the process, which helped in analyzing the system and 
developing recommendations. Key to the success o f the pro ject were 
forecasting techniques and a "highly structured, well organized 
process" ( I b i d . ) .
Austin , Texas. "Forming the Future," a program which enhanced 
communication between the Austin Independent School D is t r ic t  and the 
community i t  served, was endorsed in September 1981 by the school board 
upon the recommendation of Superintendent John E l l i s .  The educational 
planning model charted i ts  course with f iv e  major components:
1. a long-range educational plan supported by the community;
2. a bond e lection  campaign e n l is t in g  c i t iz e n  endorsement;
3. a curriculum renewal program;
4. a f in a n c ia l  plan to ensure high q u a lity  education; and
5. increased c i t iz e n  p a r t ic ip a t io n  in school d i s t r i c t  programs.
During the following year, six major committees and 35 subcommit­
tees examined every d i s t r i c t  school and gathered input from more than 
14,000 c i t iz e n s .  In October 1982 "Forming the Future" presented 277 
recommendations fo r  educational improvement to the school board. One 
year l a t e r ,  f i f ty -o n e  of the recommendations were implemented. The 
completed recommendations:
1. in i t ia te d  a systemwide computer l i te r a c y  program;
2. established honors courses with weighted grades;
3. id e n t i f ie d  spec if ic  learning objectives in each basic curr icu ­
lum area fo r  every grade le v e l;
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4. established magnet schools and optional learning  
environments;
5. improved the recruitment and h ir ing  process fo r  teachers;
6. reduced the p u p il /teach er  ra t io  with a close monitoring o f  
student achievement in selected schools;
7. adopted a b i l in g u a l education po licy;
8. incorporated operational and energy e f f ic ie n c y  measures in 
the design of new schools;
9. established an AISD/City o f Austin task force to evaluate  
common concerns; and
10. worked with ch ro n ica lly  absent students and th e i r  fam ilies  to  
improve attendance.
A bond e lection  was required to implement many o f the recommendations.
A $210 m il l io n  proposal included funding fo r  13 new schools as well as 
improvements and additions to ex is tin g  f a c i l i t i e s .  In 1983 the $220 
m il l io n  bond issue passed by an overwhelming m ajority  o f three-to -one.  
Architects were hired to design eight new schools, and renovations and 
rep a ir  began at many o f the ex is t in g  schools (Austin Independent School 
D i s t r ic t ,  1983).
V irg in ia  Beach, V i r g in ia . The V irg in ia  Beach C ity  Public Schools 
were involved in the process o f  "charting educational d irec tion  fo r  the 
tw e n ty - f i rs t  century." Superintendent o f Schools E.E. B ricke ll  
proposed the Curriculum Assessment and Development P ro jec t,  
which was approved by the school board in February 1981. Two questions 
were at the foundation o f the study: (1) What kind of person should be
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produced? and (2 )  What knowledge was of most worth? (V irg in ia  Beach 
City  Public Schools, 1983). The pro jec t consisted o f f iv e  stages:
Stage 1 (August 1981 -  January 1982): focused on gathering data 
inside the school system. Meetings were held with a l l  school 
f a c u l t ie s ,  selected build ing representatives , adm inistrators ,  
supervisors, students, and a v a r ie ty  of other selected groups. A 
student advisory group representing a l l  secondary schools was formed, 
and recent local graduates were consulted.
Stage 2 (February -  June 1982): centered on public involvement
and v is i ta t io n s  to exemplary school d is t r i c t s ,  co lleges, and 
u n iv e rs i t ie s .  Input was received from the community through three  
public hearings, the c i t iz e n  advisory group, parent-teacher  
associations, and other community groups.
Stage 3 (Ju ly  -  November 1982): involved a l l  concerned groups in
an in tensive review of the data presented.
Stage 4 (December 1982 -  March 1983): focused on the refinement
and m odification  o f a l l  data analyses, conclusions, and 
recommendations, which led to a formal report.
Stage 5 (A pril  -  June 1983): provided time fo r  the development of
plans fo r  implementation and dissemination.
The t h i r t y - s ix  member task force represented a cross section of  
the community and included parents, students, and professional 
educators. The task force received, analyzed, and synthesized a l l  
data, which included:
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1. meetings with teachers, students, parents, community 
representatives , supervisors, and adm inistrators:
2. suggestion forms;
3. public hearings;
4. v is i ta t io n s  to school systems, co lleges, and u n iv e rs it ie s ;
5. conference attendance;
6. consultant suggestions; and
7. review o f l i t e r a t u r e  and ex is t in g  documents.
Subcommittees were formed to investigate  four broad areas: (1)
philosophy and goals, (2 ) futures and technology, (3 ) curriculum 
design, and (4) graduation requirements and eva luation.
Each subcommittee:
1. discussed b e l ie fs  about education;
2. reviewed models from other systems;
3. analyzed research, ex is t in g  po lic ies  and procedures, and 
s ta te  and federal mandates and standards;
4. reviewed suggestions from a l l  sources; and
5. prepared, reviewed, and revised reports.
The resu lts  o f these studies were submitted by each subcommittee 
to the task fo rce . Following a review, discussion, and c r it iq u e  of 
a l l  subcommittee reports , a progress report was prepared. This report 
was examined by teachers, p r in c ip a ls ,  ass is tant p r in c ip a ls ,  and 
administrators in workshops. C itizens and student advisory groups
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also reviewed selected parts o f the progress report. A student 
survey and a community opinion survey were also re f lec ted  in the 
progress report.
The "curriculum renewal process" involved a comprehensive examina­
tion  o f the curriculum from kindergarten through grade twelve. I t  
engaged the community, s t a f f ,  and students in a dialogue to c l a r i f y  the 
central purpose o f schooling in order to redefine the philosophic base 
fo r  schooling. C u rr icu la r  recommendations were developed from that  
philosophic base.
A concentrated e f f o r t  was made to in tegra te  a national perspective  
with the local decision making process. The f in a l  report defined  
general guidelines to improve and strengthen the nature and q u a li ty  of  
the current program. Implementation and cost factors were not defined  
(V irg in ia  Beach Public Schools, 1983).
Las Vegas, Nevada. The Clark County School D is t r ic t  in Las 
Vegas, Nevada adopted the major goal in August 1984 to develop a 
comprehensive master plan fo r  increasing excellence w ith in  the school 
d is t r i c t  (C lark County School D i s t r ic t ,  1983:1) (Appendix A).
Component goals were to develop a plan fo r  achieving more e f fe c t iv e  
partnerships with employees and the community and to develop a plan fo r  
a tta in ing  school d i s t r i c t  goals a t  the next session of the state  
le g is la tu re .  These goals were a composite of other goals id e n t i f ie d  by 
school board members and associate superintendents as v i t a l  to address 
during the coming year.
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The purpose of planning was to develop a long-range de livery  
system th a t  provided appropriate  curriculum and support services fo r  
achieving the maximum educational advancement of each student. An ad 
hoc task force of selected s t a f f  served as the strategy and 
organizational committee in the beginning stages.
Requests fo r  p a rt ic ip a n ts  in the planning process went to parents, 
school s t a f f ,  educational associations, local governments, and business 
leaders. Within a two-week period , more than 2000 requests fo r  
planning committee membership were turned in to the central o f f ic e .
The names of volunteers were divided in to  twelve categories:
1. business/professional/community organ izations;
2. educational associations;
3. c e r t i f ic a te d  employees;
4. c la s s if ie d  employees;
5. general public;
6. le g is la to r s ;
7. local elected o f f i c i a l s ;
8. parents;
9. re lig ious leaders;
10. senior c i t iz e n s ;
11. students; and
12. d is t r i c t  adm inistrators .
Each category of volunteer names was evenly d is tr ib u ted  among the
follow ing nine subcommittees which covered the gamut o f d is t r i c t  
operations and a c t iv i t i e s :
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1. In s tru c tio n ;
2. Space U t i l i z a t io n - F a c i l i t i e s ;
3. Special Education;
4. Special Emphasis Programs/Schools;
5. S ta f f  Development and Employee Relations;
6. Student A c t iv i t ie s ;
7. Student Attendance and D isc ip l in e ;
8. Support S ta f f  and Services; and
9. Vocational-Technical Education.
The superintendent's adm in is tra tive  cab inet, the ad hoc task force
of f a c i l i t a t o r s ,  and representatives from each employee association met 
together, divided into nine groups, analyzed the names assigned each 
subcommittee, and divided the names w ith in  each subcommittee in to  two 
groups which included:
1. a group of approximately 35 to meet on a regular basis as a 
subcommittee; and
2. a group o f approximately 200 to serve as a reaction committee 
by correspondence to the subcommittee of 35.
The Comprehensive Master Plan Advisory Correnittee was chaired by 
the superintendent; each of the nine subcommittees was cochaired by a 
community member and a s ta f f  member. A top l in e  adm inistrator and a 
board member both served as nonvoting l ia iso n  members to each of the 
subcommittees.
The Comprehensive Master Plan Advisory Committee met i n i t i a l l y  as 
a to ta l  group in November 1983. Each of the subcommittees met a
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minimum of nine times, while various study groups w ith in  each 
subcommittee met separately  on many more occasions. The leadership of 
the subcommittees and the subcommittees themselves were inserviced in a 
method fo r  reaching consensus.
A Subcommittee Checklis t served as a suggested vehicle to guide 
each subcommittee through the planning process. Step one provided a 
check lis t  which id e n t i f ie d  the component parts o f the f iv e  sequential 
subcommittee assignments. Subcommittees accomplished the following  
goals:
1. id e n t i f ie d  purpose;
2. defined issues;
3. created study groups;
4. gathered inform ation; and
5. developed recommendations.
Study groups w ith in  each subcommittee were provided with a study 
group work sheet (step four o f the Subcommittee Checklis t) which 
summarized the fo llow ing data fo r  each issue studied:
1. past h is to ry ;
2. current conditions;
3. national a c t i v i t i e s ;
4. future needs; and
5. bibliography.
The use of N a is b i t t 's  megatrends (Appendix A) as a method of 
forecasting , review of national reform reports on education, examples 
of how other d is t r ic ts  were addressing s im ila r  issues, and a basic
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method of u t i l i z i n g  force f i e ld  analysis were each addressed as 
sequential steps w ith in  the ten-step packet fo r  studying indiv idual  
issues. Each of the recommendations approved by the subcommittees were 
presented in the fo llow ing one-sheet format:
1. Recommendation ( b r ie f  statem ent);
2. Description ( fu r th e r  exp lan a tio n );
3. Action Steps/Time Line;
4. Required Resources; and
5. Evaluation.
The composite work o f the nine subcommittees produced 212 
recommendations by mid-May of 1984. Copies o f the to ta l  
recommendations were d is tr ib u ted  to committee members, s t a f f ,  and 
interested c it iz e n s  throughout the county. A twelve-page tab lo id  
high ligh ting  subcommittee areas and key recommendations was d is tr ib u te d  
to every household countywide, complimentary of a local newspaper.
A two-and-one-half hour te lev ised  town ha ll meeting was held in 
June 1984 fea tu r ing : (1) prerecorded perspectives on education from 79
members of the master plan subcommittees, (2) l iv e  interviews with the 
cochairs o f each o f the nine subcommittees, and (3) a 30-minute 
question and answer segment, with c a l l - i n  questions as well as l iv e  
questions from the studio .
The school board held a series of public hearings during the 
summer months to encourage questions and input re la ted  to the master 
plan recommendations. During th is  same time period, the 
superintendent's executive cabinet:
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1. reviewed the subcommittees' proposed action steps, time l in e ,  
and required resources fo r  each recommendation;
2. assessed the f e a s i b i l i t y  of accomplishing a l l  212 
recommendations over a n ine-year period; and
3. placed the recommendations in to  f iv e  phases fo r  
accomplishment w ith in  nine years.
In e a r ly  September 1984 the Board of School Trustees approved 202 
of the 212 recommendations submitted, and implementation o f phase one 
began. A le g is la t iv e  request o f $11,298,000 fo r  the next biennium was 
prepared fo r  presentation to the s ta te  le g is la tu re .  The funding was 
requested with an indiv idual cost breakdown to help implement 49 o f  the 
recommendations. This le g is la t iv e  request was developed with  
widespread public and s t a f f  inpu t,  subjected to extensive public  
hearings, and approved by the school board.
As a d ire c t  re s u lt  of s t ra te g ic  thinking during th is  long-range 
planning process, a d i s t r i c t  mission statement was developed and 
d is tr ib u te d  in September 1984 (Appendix A).
School Advisory Committee Models
Beaverton, Oregon. The a c t iv i t i e s  of a c i t iz e n  advisory committee 
in Beaverton, Oregon achieved b e tte r  school-community re la t io n s  and 
i n i t ia te d  planned change according to Jerry Varner, coordinator o f  
public information fo r  the Beaverton school d is t r i c t  (Jones, 1978:162). 
Varner provided the following evaluation:
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The one overrid ing plus of local school committees 
re la te s  to th e i r  value in improving communication between 
c it iz e n s  and th e i r  schools. They make schools more 
accessible to c i t iz e n s ,  and when functioning properly ,  
they make the public more accessible to the schools. They 
provide the d i s t r i c t  w ith a broad base of knowledgeable 
lay leaders who almost always support school programs. A 
word o f caution: support cannot be taken fo r  granted. I t  
comes as a resu lt  o f  developing and conducting sound 
school programs plus involving local school committee 
members and keeping them informed. For a school board and 
superintendent who accept and practice  the p r in c ip le  that  
the schools belong to the public and, consequently, that  
a b e tte r  school program resu lts  from c i t iz e n  
p a r t ic ip a t io n  and open communication, there are no 
minuses. Hard work, yes, but the rewards are worth i t .
The following procedures were implemented among Beaverton school
advisory committees ( I b i d . ,  p. 168):
1. Minutes of local committee meetings were reviewed each month 
by the school board.
2. The adm inistration and/or board reviewed each recommendation 
and responded in w rit in g  to the appropriate committee.
3. Principals  met with local committees and gave members 
v i s i b i l i t y  by introducing them a t  school functions, covering th e ir  
a c t iv i t i e s  in new sletters, b r ie f in g  them on curriculum developments, 
and working with them to assure f u l f i l lm e n t  of th e i r  functions.
4. The superintendent furnished committee members advance copies 
of board agendas, board minutes, new sletters, and other documents and 
publications which gave committee members a broader understanding of 
the to ta l  d i s t r i c t  operation.
5. Some members o f local school committees were in v ited  to serve 
on each d is t r ic t - l e v e l  c i t i z e n  advisory committee.
56
6. Board members met from time to time with local committees in 
the zones they represented.
7. The board gave audience to any local committee as requested.
8. The adm inistration  and board conducted an informational
workshop fo r  newly-elected committee members annually.
9. The superintendent held b r ie f in g  sessions fo r  local school
committees on special topics from time to time.
10. Local school committee members were asked to express th e i r  
views on d i s t r i c t  operations through a v a r ie ty  of channels.
St. C la i r ,  Pennsylvania. The Upper St. C la i r ,  Pennsylvania 
Township School D is t r ic t  developed a w ell-organized procedure fo r  
selecting advisory committee members th a t  was both inclusive and 
representative of the community ( I b i d . ,  p. 95). A brochure was sent to  
residents explaining the purposes and l im ita t io n s  of d is t r i c t  advisory  
committees. Residents were encouraged to mail in a perforated form to 
become part of the "membership bank."
Any community res ident age 16 or older was e l ig ib le .  Returned 
cards were f i l e d  according to four age categories: 16-21, 22-44,
45-64, and 65 and o ld er . Prospective advisors were asked to l i s t  th e ir  
occupation, special in te r e s t ,  or area o f expertise . When the school 
board created a new committee or f i l l e d  a vacancy, a drawing was held 
with the names of those w ith in  the appropriate age groups. The 
guidelines ca lled  fo r  a general committee to be composed of a 
cross-section o f res idents . About one-half of the membership chosen 
fo r  any committee had expertise  in the topic to be studied.
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Houston, Texas. Spring Branch School D is t r ic t  in Houston, Texas 
(E l l is o n ,  1980:16) operated a s t a f f  advisory committee system fo r  
improving education. The "network" submitted recommendations, 
implemented ideas, and resolved curriculum problems. The council 
existed to improve curriculum, enhance communication between teachers 
at d i f fe r e n t  schools and at a l l  grade le v e ls ,  a n d  t o  promote 
communication between teachers and adm in is tra tors .
The network included ind iv idual school build ing councils where 
representatives o f a l l  types o f school employees met to discuss th e ir  
school's ins tru c tiona l program and to submit recommendations fo r  
fu r th e r  action by curriculum subcouncils.
The curriculum subcouncils were created by selecting  
representatives from many schools and were categorized by the 
disc ip lines  taught. These subcouncils reviewed indiv idual build ing  
council requests and used them to determine curriculum change proposals 
recommended fo r  review by the program development council.
A ll curriculum subcouncils were represented on the program 
development council,  which: (1 ) recommended an item to the school
administration and school board fo r  implementation; (2) studied  
the suggestion in greater d e t a i l ;  or (3) returned the suggestion to the 
subcouncil w ithout action or with disapproval ( in  e i th e r  case, with an 
explanation of the program development council's  p o s it io n ).
Pasadena, Texas. An employee advisory committee program in 
Pasadena, Texas, schools ( I b i d . ,  p. 17) was less formal in nature.
58
In te rn a l advisory committees opened up the d i s t r i c t  to two-way 
communication as noted by d irec to r  Richard Smith:
Employees welcome opportunities to 'p roductive ly '  
sound o f f  and be heard by adm inistrators. Administrators  
su ffe r  less is o la t io n  when the s t a f f  perceives someone 
(and more important: someone who can do something) cares.
The formal advisory committee format provided avenues fo r
id e n t ify in g  leg it im a te  problems. Smith shared th is  advice from
Pasadena's experience:
Meetings should be informal enough to encourage 
expression o f annoying i r r i t a t io n s  so they can be 
contained. I t  is part o f  the human condition that l i t t l e  
things are more annoying than big ones.
By welcoming suggestions and avoiding c r i t ic is m ,  c r e a t iv i t y  was 
tapped and the p o s s ib i l i t y  fo r  solutions to educational problems was 
pursued.
Pasadena adm inistrators used advisory committee meetings to send 
up " t r i a l  balloons" to secure feedback ear ly  in the decision-making 
process. Committee membership included students and teachers who (1) 
l is tened  to t h e i r  peers so they f a i r l y  represented them, (2) 
communicated concerns, and (3) relayed information exchanged during 
meetings back to th e i r  own group.
Montgomery County, Maryland. Tom Shannon, former deputy 
superintendent of the San Diego Schools and executive d ire c to r  o f the 
National School Boards Association (Jones 1978:112) advised:
The format of a school d i s t r i c t  budget must be 
read ily  understood by any reasonably in te l l ig e n t  person 
with a secondary school education.
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Montgomery County Schools took th is  logic one step fu r th e r  and added 
community involvement to the budget building process.
In the f a l l  o f 1968 the Montgomery County, Maryland School 
D is t r ic t  developed a budget build ing process e n t i t le d  "Choices fo r  Our 
Children." The board o f education and the superintendent agreed 
tha t the best way to earn public support was to give the public more of 
a voice in the preparation of the school system's operating budget. 
School d i s t r i c t  communication s t a f f  member Donald Hymes said:
The idea was to stim ulate  the pub lic 's  in te re s t  and 
involvement in the budget process before the s t a f f  began 
compiling th e i r  requests and before the board constructed 
the ballpark  w ith in  which t h e i r  negotiators would work.
. . .  As taxpayers began to sc ru t in ize  the school budget 
with unprecedented z e a l ,  i t  became obvious tha t the 
f ig u re s ,  which previously only accountants could 
understand, had to be reworked to make sense to the 
average c i t iz e n .  I t  was no easy chore to go through the 
hundreds of papers of l in e  items and t a l l y  up the costs of 
sp e c if ic  categories o f  services. But there was 
m otivation. The essence of the "Choices" process was to 
maintain a dialogue with the community, providing the 
public with a l l  the information they need to make sound 
decisions and paying a tte n tio n  to th e i r  suggestions 
( I b i d . ,  p. 113).
D a llas ,  Texas. Like Montgomery County, the Dallas Independent 
School D is t r ic t  had an e lab o ra te , structured budget development process 
called  "Sharing Decisions" ( I b i d . ,  p. 115). This d i s t r i c t  sought 
budget input from teachers, p r in c ip a ls ,  students, parents, and 
community groups. The Dallas school system began th is  process in the 
la te  1960s as i t  set out to develop a program of goals fo r  the 1970s. 
Maintaining that q u a li ty  education depended on e f fe c t iv e ,  long-range 
planning tha t included needs assessment, p r io r i t y  s e t t in g ,  and resource
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a l lo c a t io n ,  the Dallas school board asked the s t a f f  and the community 
a t large to o f fe r  t h e i r  ideas concerning objectives fo r  the '70s.
A "professional model fo r  shared decision-making" evolved.
P r io r i ty  goals were s e t ,  managers were appointed to develop sp ec if ic  
objectives and program budgets, and goals and objectives were adjusted 
from year to year to meet the changing needs of the schools. Thousands 
of Dallas c i t iz e n s  p art ic ip a ted  in th is  process over the past two 
decades.
Dallas Superintendent Nolan Estes ( Ib i d . )  a r t ic u la te d  his 
reasoning:
No group has a monopoly on wisdom when i t  comes to 
making educational decisions. That's  why we've involved 
everyone with a d ire c t  in te re s t  in education— students, 
parents, teachers, support s t a f f ,  and ad m in is tra to rs -- in  
assessing needs and assigning p r io r i t i e s .
A d i s t r i c t  communications committee with representation from
every employee group in the school system held regular monthly meetings
to make recommendations to the superintendent fo r  action on school
d i s t r i c t  m atters , including the budget.
An elected p r in c ip a ls '  advisory committee to the superintendent
functioned as a f i e l d  advisory team of administrators who offered rapid
input on c r i t i c a l  issues. A f u l l - t im e  person housed in the central
o f f ic e  served on the superintendent's cabinet as an ombudsman fo r  a l l
d is t r i c t  adm inistrators and as a special assistant to the
superintendent.
61
Each princ ipa l in the d i s t r i c t 's  more than 200 schools organized a 
teacher advisory committee composed o f  teachers selected by t h e i r  peers 
to represent the views o f the fa c u lty .
SUPER-SAC, the superintendent's student advisory committee, met 
regu la r ly  with the superintendent to present the students' point o f  
view. This was part o f an extensive leadership program fo r  middle and 
high school students which focused young minds on school improvement 
and information e f fo r ts .
The Dallas superintendent met re g u la r ly  with clusters o f local PTA 
o ff ic e rs  and with the Dallas PTA C ity  Council. Action topics fo r  
parent involvement committees ranged from b ilin g u a l and career  
education to textbooks and food services. A ll  of these committees 
became a part o f Operation Involvement, which was a systematic e f f o r t  
that assisted the board of education in assessing needs, assigning  
p r i o r i t i e s ,  and a l lo c a t in g  resources as part o f the annual budgeting 
process.
Operation Involvement was designed to include a representative o f  
each school's teacher advisory committee, 45 students, 20 parents, 
members of the d i s t r i c t  communications committee, principal 
representatives , and central o f f ic e  s t a f f .  The members were divided  
in to  25 small groups to focus on various areas of the school program. 
Monthly sessions ranged from discussion o f the la te s t  school problem to 
f i e ld  t r ip s  fo r  f irs t -h a n d  education. Employees were given released  
time to attend these sessions.
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Representatives from each small group met with the board of 
education several times a year to ass is t in se tt ing  program p r io r i t ie s .  
Each representative came prepared with input received through school -  
wide discussions at the ind iv idual build ing le v e l .
This program evolved with the f u l l  support and leadership o f  
Estes (Jones, 1978:116), who fu r th e r  assessed the program's 
e ffe c t iv e n e s s :
There is l i t t l e  doubt tha t the e f f o r t  has lead to 
b e tte r  decisions. During these times o f c r is is  
management, i t  is only through such involvement tha t  
decision-making can be improved. As a m atter o f  f a c t ,  
the people in Dallas believe that the decision-making 
process is often as important as the decision i t s e l f .
Whitmore Lake, Michigan. Gail M. Stephens (1984:16 ),  
Superintendent of the Whitmore Lake Public Schools in Michigan, 
observed:
We have frequently  neglected to ensure that  
educators, students, and the public agree on the outcomes 
to be atta ined and th a t  each and every element o f our 
educational system aids in the attainment o f the outcomes 
we des ire .
Whitmore Lake started  an outcome-based in s tru c tio n  project in July  
1982. A planning guide was developed and an aud ito r  was brought in to 
inspect ins tru ctiona l programs. In order to estab lish  guidelines fo r  
planning, a resu lts -o rien ted  systems planning model was developed with  
eight steps which:
1. prepared human and s tructura l resources;
2. established desired outcomes;
3. conducted needs assessment;
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4. adopted a f iv e -y e a r  improvement plan;
5. developed specifics  fo r  the program improvement plan;
6. conducted a t r i a l  implementation;
7. evaluated re s u lts ;  and
8. implemented or recycled the program.
ECIA Chapter I I  federal a l lo cations  were used fo r  a two-year 
period. A nationally -recognized consultant was hired to develop and 
conduct a research-based inserv ice program on the elements of e f fe c t iv e  
in s tru c t io n . Every professional s t a f f  member was provided with three  
to f iv e  days of released time to attend tra in in g  sessions.
Teachers and administrators j o in t l y  analyzed the four elements of  
e f fe c t iv e  ins truction  id e n t i f ie d  by research:
1. The objective was a t  the correct level of d i f f i c u l t y .
2. Teaching was d irected to the ob jec tive .
3. Learning was monitored and appropriate adjustments were made
in teaching methods.
4. Princip les were used tha t affected m otivation , re ten tio n , and 
ra te  and degree of learning.
In add it ion , many of the weekly s t a f f  meetings throughout the year 
focused on lesson design, the topic chosen to be h ighlighted in  
c l in ic a l  supervision observations and conferences.
A student expectations committee was established as the next step 
toward achieving desired outcomes. Composed o f parents, students, 
teachers, support s t a f f ,  and adm inistrators , th is  committee developed
a l i s t  of s k i l l s ,  knowledge, and a tt i tu d es  th a t  enabled the high school
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graduate to become a s e l f - s u f f ic ie n t  adu lt in the fu tu re .  A 
f a c i l i t a t o r  was hired to help the committee perform i t s  task. Within  
four months, the committee recommended ten major outcomes which 
obtained widespread support. The report was adopted as the mission and 
goals o f  the Whitmore Lake Public Schools.
Areas studied in the in s tru c t io n a l aud it included:
1. board o f education p o l ic ie s ;
2. job descrip tions;
3. budget expenditures re la te d  to in s tru c t io n ;
4. negotiated contracts ;
5. in te rn a l and external conmiunications;
6. in s tru c tio n a l monitoring and de live ry  systems;
7. e lec t io n  referendum re s u lts ;
8. adm in is tra tive  a u th o r i ty ;  and
9. s t a f f  development.
Suggestions fo r  fu tu re  planning were l is te d  under each o f these major 
categories .
As in a f in a n c ia l  a u d it ,  the ins tru c tiona l aud it outlined ex is tin g  
conditions and suggested areas to be addressed in fu tu re  planning. 
However, f in a n c ia l  audits were measured by widely accepted standards. 
Since there were no s im i la r ,  u n ive rsa lly  accepted standards in 
education, current research was used as the standard fo r  the 
ins tru ctiona l au d it .  Theory and exemplary practices on learn ing,  
teaching, and e f fe c t iv e  schools were used as gu ide lines . The 
ins tru ctiona l aud it provided a comprehensive statement o f needs.
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A number o f fundamental po lic ies  were developed, debated, and 
f in a l l y  adopted by the board o f education in a carefu l e f f o r t  to define  
philosophies and procedures p r io r  to  implementing the planning process. 
Areas of c la r i f i c a t io n  included:
1. expectations;
2. school c lim ate;
3. mastery learning;
4. e f fe c t iv e  ins tru c tiona l p ractices;
5. tes t ing  and monitoring;
6. homework policy;
7. supervision;
8. attendance;
9. communication concerning student academic progress; and
10. s t a f f  development.
Next, a curriculum coordinating committee and a ta s k -re la te d  
curriculum study committee were established. The coordinating  
committee worked with the adm inistration  to plan, coord inate, monitor, 
and evaluate curriculum development p ro jec ts , curriculum  
implementation, and re lated s t a f f  development.
Performance monitoring ensured th a t  a l l  components operated 
e f f i c ie n t ly  in the following categories:
1. Students were ro u tin e ly  monitored to ensure the attainment of  
established ob jectives .
2. Teachers were form ally assessed on a yea r ly  basis to evaluate  
th e ir  mastery of the four elements o f e f fe c t iv e  in s tru c t io n .
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Prophetstown-Lyndon, I l l i n o i s . C it izen  advisory committees were 
successfully used in the Prophetstown-Lyndon School D is t r ic t  o f rura l  
I l l i n o i s  as a way to help the community understand and be a part  of the 
budget process (Fouts, 1984:34). Administrators went to the 
committees, which in turn:
1. showed community members a l l  the problems and fru s tra t io n s  
involved in the budget process;
2. id e n t i f ie d  what schools could and could not do w ith in  the 
constraints o f a budget;
3. demonstrated th a t  board members and administrators were 
w il l in g  to consider a l l  points of view before deciding on f in a l  budget 
a l lo c a t io n s ;
4. sought help in defin ing the school system's p r io r i t ie s ;  and
5. accepted advice fo r  making the wisest possible spending 
decisions.
Members were s o l ic i te d  through a two-step recru it in g  process, 
which included announcements in the local newspaper and personal 
in v i ta t io n .  A cross section of the community was obtained, and great  
care was taken to balance d i f fe r in g  in te re s ts .
Before the two budget committees met, the superintendent and 
princ ipa ls :
1. created a s tructure  fo r  the meetings;
2. id e n t i f ie d  possible budget reductions;
3. outlined the ram ifications o f each potentia l cutback; and
4. assigned a d o l la r  amount to each suggested reduction.
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During the next s ix  months, the c i t iz e n  advisory committees met 
separately and as a whole. In th e i r  a c t i v i t i e s ,  they:
1. went through an o r ie n ta t io n ;
2. learned about the current programs and f in a n c ia l  conditions of  
the school system;
3. id e n t i f ie d  the programs and services which were recommended to 
be cut back; and
4. created a p r io r i t y  l is t in g  o f the order in which they believed  
spec if ic  programs should be reduced or e lim inated .
The committees were given the assignment to develop recom­
mendations to be presented to the school board, not to make f in a l  
budget decisions. Because th is  was c le a r ly  explained before the 
committees were formed and repeatedly emphasized afterw ard , the 
advisory groups did not misunderstand th e i r  purpose and power.
The process worked in the following manner:
1. The f i r s t  three meetings focused on general background 
inform ation, basic f in a n c ia l  problems, school board constra ints ,  
state-mandated programs, and minimum graduation requirements.
2. The committees placed every facet o f the school program, in  
p r io r i t y  order, in to  one o f f iv e  categories.
3. The f in a l  task , which took three sessions to complete, was to 
rank the order in which programs and services should be reduced or 
elim inated when the in e v ita b le  time a rr iv ed .
4. Only a f te r  p r io r i t y  rankings were completed were price tags 
attached.
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5. Committee members completed an evaluation form a t  the 
conclusion o f the p ro jec t .
6. The two committees sent th e i r  suggestions fo r  cutbacks to a 
screening committee, which summarized the p r io r i t ie s  and presented the 
recommendations to the school board.
7. The board decided to make the budget cuts in the order the 
committees suggested.
Futures Planning Models
St. Louis Park, Minnesota. Faced with dramatic declines in i ts  
student population, the S t. Louis Park School D is t r ic t  in Minnesota 
began "one o f  the f i r s t  comprehensive futures planning e f fo r ts  by a 
local d is t r i c t "  in 1979 ("S tra teg ic  Planning," 1984:6). Under 
Superintendent Michael Hickey, the d i s t r i c t  set out to "transform our 
kindergarten through tw e lf th  grade system into a 21st Century learning  
system."
Project '85 began with an extensive brainstorming session tha t  
involved over 700 s t a f f ,  students, and c it iz e n s .  S t a f f ,  students, 
community, o rgan iza tion , f a c i l i t i e s ,  and curriculum were viewed in 
terms of a "visions mission." Task forces in each o f these areas
(1) involved 180 c i t iz e n s ,  s t a f f ,  and students over a 15-month period,
(2) shaped a broad framework of what education trends looked l i k e ,  and
(3) decided how to respond to those trends.
As a re s u lt  of s tra te g ic  planning, the St. Louis Park d i s t r i c t  
e s s e n t ia l ly  "redefined i ts  system and therefore the community as a
69
l i fe lo n g  learning system." The task forces developed 145 objectives  
with a time l in e  fo r  implementation. Hickey estimated th a t  two-thirds  
were e i th e r  completed or well underway.
The "mentality of decline" previously apparent in the community 
was reversed by Project '85. Public commitment to q u a li ty  education 
was an outstanding feature  o f  the c o m m u n i t y .  There were two tax 
overrides recen tly , and the community maintained a tax level higher 
than the sta te  required.
M i l la rd ,  Nebraska. M il la rd  School D is t r ic t  expanded from 300 
students 25 years ago to i ts  current enrollment o f over 13,000 ( I b i d . ) .  
Concerned with "how to make a good school d i s t r i c t  even b e t te r ,"  
Superintendent Don Stroh and his school board rea l ize d  the need fo r  
s tra te g ic  planning.
Although the board asked Stroh fo r  a long-range educational plan, 
i t  was Stroh who suggested a plan which included information on "what 
i t  looks l ik e  may happen in the fu tu re ."  Based on his experience at  
Northwest B e l l ,  Board President Floyd Olson concurred with the 
superintendent's assessment.
Board members, adm in istrators , teachers, community groups, and 
students in M il la rd  School D is t r ic t  spent a large part o f 1983 
reviewing fu ture  trends and "developing a s tra te g ic  v is io n ."  This 
vision emphasized the need to invest in and support M i l la rd 's  people, 
who were viewed as the most important community resource. E ffo rts  were 
made to improve program and s t a f f ,  and new services were added. One
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aspect of the M il la rd  plan included the use of th e ir  s t a f f  to provide 
inservice t ra in in g  fo r  other school d is t r ic t s .
P lacen tia , C a l i fo rn ia . There was a t ra d it io n  in the P lacentia ,  
C a lifo rn ia  schools fo r  long-range planning. However, changes in the 
" la rg er society" were not considered in th e i r  f iv e - to - te n  year master 
plan ( I b i d . ) .  To remedy th is  gap, Superintendent Keith Larick  
in i t ia te d  a s tra te g ic  planning e f f o r t  with a community conference 
directed at environmental scanning.
More than 250 parents, teachers, adm inistrators , community group 
representatives , and students considered " fu ture  visions" and 
id e n t i f ie d  the implications fo r  schools. The 17 goal statements which 
resulted from a modified use o f the DELPHI process with th is  group 
guided futures planning a c t iv i t i e s .
A "futures agenda" was incorporated in to  P lacentia 's  master plan 
as some 30 committees continued to guide reforms. Larick praised the 
value of the process:
I t ' s  given us a sense of where we're going, created 
excitement and a sense of hope, and released us to take 
the risks necessary to a n t ic ip a te  and prepare fo r  our 
fu ture  information society.
K irk land, Washington. Project 2001 in the Lake Washington School 
D is t r ic t  was in i t ia t e d  in the f a l l  o f  1983 ( I b i d . ) .  The decision was 
made to p ro jec t fu r th e r  in to  the fu tu re  than was attempted by the 
f ive -ye ar  plans of the past. Project d ire c to r  S a lly  Maryatt explained  
th e ir  ra t io n a le :
Educators have too long been in a reactive  mode.
We wanted to take a proactive stance to leadership, to 
create our own agenda, and to involve people outside in  
our community ("S tra teg ic  Planning," 1984:6).
A committee o f 13 educators and top -leve l business leaders with
"clout and s p e c if ic  futures expertise" gathered the best pro jection
a v a ila b le  concerning what the world would look l ik e  in the year 2001.
Areas o f study included communication technology (the d i s t r i c t  had
already developed a computer lab in every school), economics,
in te rn a tio n a l re la t io n s ,  and corporate planning.
Subcommittees applied recommended designs in the Lake Washington
education program to "meet the needs created by changes in our world.
In the spring o f  1984, more than 40 teachers jo ined with the o r ig in a l
committee to carry  out recommendations developed in a two-day re t re a t
The committee made plans to stay in ta c t  fo r  the next s ix  years to
ensure th a t  " i t s  vision remains appropriate" and tha t the tasks
associated w ith  i t  stayed on schedule ("S tra teg ic  Planning," 1984:6).
According to Maryatt ( I b i d . ) ,  the cooperation between educators
and business people was one o f  the keys to the p ro je c t 's  success.
"Educators," she sa id , " ju s t  c a n 't  do i t  alone anymore."
Thornton, Colorado. The key stimulus fo r  s tra te g ic  planning 
a c t iv i t i e s  in Colorado's Mapleton School D is t r ic t  was a summer 
conference a t  V a i l ,  Colorado, conducted by the Mid-Continent Regional 
Education Laboratory (McREL). " I t  was c lea r  to me tha t we needed to 
in te g ra te  fu tu re  ideas and concepts in to  our program," re la ted  
Superintendent Mike Severino ( I b i d . ,  p. 7 ) .
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Weekend tra in in g  and study sessions fo r  selected s t a f f  s tarted the 
in te g ra tio n  which led to an a l l - s t a f f  seminar fo r  id e n t ify in g  fu ture  
direc tion s  w ith in  the Mapleton School D is t r ic t .  Additional input fo r  
the d i s t r i c t ' s  s tra te g ic  mission was obtained through sessions with 
the board, school adm in is tra to rs , and community groups.
The f i r s t  outcomes of the d i s t r i c t 's  s tra te g ic  planning included:
1. computer-assisted ins tru ction  and management;
2. a computer management information system to guide the 
d i s t r i c t  and school decision making; and
3. s t a f f  development focused on build ing e f fe c t iv e  schools and 
teaching higher-order s k i l l s ,  as well as increasing princ ipa l  
e f fe c t iv e n e s s .
Severino stated s a t is fa c t io n  with the i n i t i a l  resu lts :
S tra teg ic  planning has given us a sense of
d ire c t io n  and the necessary information fo r  continuing
to build  excellence in Mapleton schools ( I b i d . ) .
Suggestions fo r  Productiv ity
Glendale, Arizona. "The time fo r  l is t in g  ' f o r '  and 'aga inst ' 
arguments on c i t iz e n  p a r t ic ip a t io n  has long since passed fo r  the vast 
m ajority  of schools," observed John C. Lopez, a school board member of 
the Glendale, Arizona Elementary School D is t r ic t  #49 (Jones, 1978:93). 
Instead, he suggested asking questions in the follow ing categories:
1. How was a committee set up?
2. How were i ts  members named?
3. How was the most value received from i ts  work?
73
4. What kinds of tasks was a committee asked to undertake?
5. What c h a ra c te r is t ics  o f a committee made the best 
contributions to a public school system?
C itizen  p a r t ic ip a t io n  increased p rodu ctiv ity  in schools, Lopez 
noted ( I b i d . ) :
School a u th o r it ie s  have discovered they have a t  th e ir  
disposal an abundant supply o f public t a le n t ,  t im e, and 
w illingness to work. Further, most school people believe  
th is  reservo ir  o f public energy and wisdom can be useful 
to the school system, the community, and the ch ild ren .
C itizens committees are now ca lled  in to  action fo r  attacks  
not only on f is c a l  problems but on problems representing  
the e n t ire  range o f school adm in is tra tion , in s tru c t io n ,  
and community re la t io n s ;  and not on an ad hoc basis, but 
fo r  continuing serv ice .
H o ls te in , Iowa. David Else, superintendent o f the Galva-Holstein  
Community School D is t r ic t  in H o ls te in , Iowa, found the community was a 
valuable resource in helping reach educational decisions (E lse,  
1983:34). He gave indicators fo r  success fo r  other school d is t r ic ts  
seeking to make the most e f fe c t iv e  use o f advisory committees:
1. Only essential committees which had a s p e c if ic  task to be 
accomplished were created.
2. The advisory function of the committee was defined.
3. Good communications with the committee were established and 
i t s  judgements were respected.
4. The committee's structure  was c a re fu l ly  designed, taking in to  
account the representative makeup, the length o f members' terms, and 
the committee's l i f e t im e .
5. The pro ject was given formal board support.
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6. A ll committee members understood why they were meeting, what 
was expected, and how they could id e n t i fy  when objectives were 
accomplished.
7. Spec ific  goals and c lear  objectives were developed which 
provided d ire c t io n ,  suggested ta rge t  completion dates, and provided 
ways to measure impact.
8. Frequent meetings with the committee chairman and the 
superintendent were s e t ,  where progress was discussed and f l e x i b i l i t y  
of format and agenda was maintained.
Educational Forecasting in Perspective 
Diane Ravitch (1983:317), professor of h is tory  and education at  
Columbia U n ive rs ity ,  warned of the implications of futures thinking  
about the nature of schools:
I t  is obvious tha t anyone who t r ie s  to predict what 
the fu tu re  holds is foolhardy, brave, or both. Yet i t  is  
also true th a t  those who devise policy and d ire c t  social 
in s t i tu t io n s  must t ry  to plan ahead, both to an tic ip a te  
what might happen and to a f fe c t  what does happen.
Because 90 percent o f the young Americans attended public
elementary and secondary schools, there was a common b e l ie f  that
schools represented national trends and values. This encouraged
"planners, c r i t i c s ,  and v is ionaries"  to plan the future fo r  education.
However, even the most c a re fu l ly  la id  plans were subject to the
"influence of the unpredictab le,"  Ravitch fu r th e r  noted ( I b i d . ) :
I f  plans are subject to disruption by the unforeseen 
and the uncontro llab le , they are also subject to f a i lu r e  
because of unintended consequences. I t  is also true that
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the plans themselves sometimes f a i l  to produce the 
intended re s u lts .  Sometimes opposite results  are obtained 
simply because the planners' assumptions were wrong.
For example, several experiments in community 
control in the la te  1960's were founded on the assumption 
th a t  low-income parents would support radical reforms.
However, contrary to the expectations of foundation and 
u n iv e rs ity  reformers, the parents wanted orderly  schools, 
w el1-prepared teachers, and a school climate tha t  
stressed t ra d it io n a l  learning and d is c ip lin e .
School d is t r ic t s  presented a more accurate forecast on which to
base educational programs by c a re fu l ly  analyzing current trends. A
case in point was entrance in to  the information era , which was
"profoundly influencing our image o f the fu tu re ."  (Lewis, 1983a:9).
I t  produced changes in values, philosophy, and p o l i t ic a l  and economic
structures in soc iety . According to Lewis, the information era
d if fe re d  from the in d u s tr ia l  era in several s ig n if ic a n t  ways:
1. The core o f the in d u s tr ia l  age was powered machinery; the 
core of the information era was the computer.
2. The in d u s tr ia l  age replaced manual work and magnified physical 
strength; the information era made i t  possible to replace mental work 
and magnify mental c a p a b i l i t ie s .
3. Goods produced in the in d u s tr ia l  age were expended; 
in form ation, the product o f the information era, was not depleted.
4. Energy ( o i l ,  coa l,  nuclear power) was the driv ing  force in the 
in d u s tr ia l  age; education was the driv ing  force in the information era.
Lewis ( Ib i d . )  noted th a t  education, a "handmaiden" in the 
in d u s tr ia l  age, was the foundation of the information era.
Implications to such trends led the V irg in ia  Beach schools to 
examine futures l i t e r a t u r e  and id e n t i fy  trends that could have an
76
impact on education. This was one aspect of a comprehensive curriculum  
study (Troutman, 1983:49). The ir report l is te d  41 trends, each with  
several im p lications.
These implications were reviewed by s t a f f ,  students, and the 
community to determine p r i o r i t i e s .  Every e f f o r t  was made to ensure 
harmony between the implications and a philosophy statement developed 
e a r l ie r .  In so doing, however, the recommendations were not always in  
concert w ith the fu tu re -o r ien ted  trends.
For example, the increase in s ing le -parent homes, working parents, 
and divorce magnified the need fo r  preschool education ( I b i d . ) .  Yet 
the philosophy and community consensus were not congruent with the 
im p lication  tha t V irg in ia  Beach schools should assume re s p o n s ib il i ty  
fo r  preschool education. S t i l l ,  the process fo r  review was considered 
necessary:
From our standpoint, i t  was important to c l a r i f y  such 
issues. We wanted to balance the analysis o f  futures  
trends with the c o l le c t iv e  wisdom of our community. We 
believe the re s u lt  has been a fu tu re -o r ien ted  curriculum  
plan tha t is also p rac t ica l  and p o l i t i c a l l y  acceptable  
( I b i d . ) .
Princeton, New Jersey's board o f education appointed an 11-member 
long-range planning committee to id e n t i fy  p r io r i t y  objectives fo r  the 
school system. A fte r  18 months o f  work the committee's report included 
an extensive description o f the fu tu re ,  based on present trends. I t  
encompassed l ik e ly  ch a ra c te r is t ic s  of the economy, new technologies, 
the work fo rce , community va lues, and learn ing . One of the major 
recommendations was fo r  continuous long-range planning, with yearly  
progress reports to the public (Houston, 1983:47).
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The document th a t  emerged from Princeton's planning proposed a 
"functional l i te ra c y "  fo r  the year 2000. Although i t  addressed the 
f in a n c ia l  and demographic questions th a t  had o r ig in a l ly  prompted the 
study, the major th rust o f i t s  content was the educational issues the 
fu tu re  created. "We found only a handful o f d is t r ic t s  th a t  were try in g  
to come to grips with the educational issues facing schools of the 
fu tu re ,"  noted Houston ( I b i d . ,  p. 11).
Summary
L ite ra tu re  was reviewed in the fo llow ing areas perta in ing to the 
process o f  long-range educational planning and organizational change 
involving s t a f f ,  student, and c i t iz e n  p a r t ic ip a t io n :
1. Systems theory was id e n t i f ie d  as a th eo re t ica l s tructure fo r  
the study. The nature and function of an open system were examined, 
and systems theory was applied to the facets o f  educational planning 
and change.
2. The management techniques of needs assessment, formative  
eva lua tion , fo recas tin g , and force  f i e l d  analysis were presented as 
means fo r  f a c i l i t a t i n g  the planning process.
3. S ta f f ,  student, and c i t iz e n  p a r t ic ip a t io n  in educational 
planning was surveyed beginning with a h is to r ic a l  background, followed  
by examples o f current s ta te  and d i s t r i c t  planning models and 
guide lines , school advisory committee and futures planning models, and 
summarized by suggestions fo r  a t ta in in g  p rodu ctiv ity  with c i t iz e n  
p a r t ic ip a t io n .
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4. The need fo r  educational forecasting was fu r th e r  assessed, and 
the value o f fu tu re  o r ien ta tio n  in s tra te g ic  planning was summarized.
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CHAPTER 3
Rationale fo r  an Integrated Approach to Change
Key Points Already Addressed
Planning
The statement of th£ problem and the review of l i t e r a t u r e  
previously c ite d  b u i l t  an argument fo r  the need to plan fo r  the fu ture  
w ith in  a school system to increase performance and p ro d u c tiv ity .
Darryl J. E l l i s  (1980:22) concisely defined the planning process fo r  
any organization:
Managers should recognize that: planning is deciding  
in the present what to do in the fu tu re .  Planning 
comprises the determination o f a desired fu tu re  and the 
steps necessary to bring i t  about. I t  is the process 
whereby companies reconcile  th e i r  resources with th e i r  
objectives and opportun it ies .
A Learning Trends e d i to r ia l  ("S tra teg ic  Planning", 1984:1) 
succinctly  proposed cogent reasons why school d is t r ic t s  must 
ass e r t iv e ly  apply the planning process to improve organizational  
performance:
The long range success o f an organization depends on 
i t s  a b i l i t y  to estab lish  a central mission, design 
appropriate a c t iv i t i e s  fo r  i t ,  and modify those a c t iv i t ie s  
as society changes. Proactive organizations operate th is  
way; reac tive  ones do not.
Today, school leaders face d i f f i c u l t  pressures from 
changes in the la rg e r  society tha t demand a pos it ive  
response. One good response technique is s tra te g ic  
planning— a process fo r  id e n t ify in g  appropriate responses 
to soc ie ta l changes and then acting upon them.
C le a r ly ,  the purpose of planning was to improve the product.
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Involvement
The importance o f  p a r t ic ip a t io n  by stakeholders in both the 
in ternal and external environments o f  a school d i s t r i c t  was 
unmistakably established. Matthew W. Costanzo, Superintendent of  
Harverford Township School D is t r ic t  (19 8 2 :2 ) ,  also strongly endorsed 
the need fo r  p a r t ic ip a t iv e  decision-making in school d i s t r i c t  planning 
fo r  improvement:
Call i t  the post-Watergate syndrome or whatever. The 
fa c t  is th a t  we can no longer plan fo r  people: We must
plan with people. I f  any plan is  to have the commitment 
of a l l  o f  the players in the drama; i f  any recommendation 
is to carry  c r e d ib i l i t y  and v a l id i t y - - th e n  representatives  
of every segment o f the school community must be involved  
in  the study, in the analysis o f data , and in the charting  
of fu tu re  courses of action . Unless the plan carr ies  the 
imprimatur of our c l ie n ts ,  our taxpayers, and other 
members of our various p u b l ic s - - i t  is  doomed to f a i lu r e .
. . .  I f  you subscribe to the notion th a t  we should no 
longer plan fo r  people but with them instead; i f  you 
t r u ly  believe th a t  shared decision-making can win support 
where there is apathy or res istance— then i t  follows th a t  
you w i l l  accept the c r i t i c a l  need fo r  two-way, open and 
honest communications involving our many publics.
Additional Concepts and Practices fo r  Consideration
No Quick Fix
An increasing number of management analysts and educators 
emphasized tha t the implementation o f a s tructure  fo r  long-range 
planning, even when accompanied by some form of p a r t ic ip a t iv e  
decision-making, was not s u f f ic ie n t  to ensure the improvement o f  
organizational performance. Other factors involving the human element 
were c a re fu l ly  considered (A rgyris , 1962; Caw elti,  1985; Costanzo, 
1982; Cross, 1984; Deal, 1984; Drucker, 1980; Fullan, 1982; Genck,
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1983; Herzberg, 1968; Kahn, 1984; Kanter, 1985; Kepner, 1982; Kilmann, 
1984; Lindner, 1984; Lipham, 1982; N a is b it t ,  1982; Ouchi, 1981;
Pascale, 1981; Peters, 1982; Tramel, 1981; W eiler , 1984).
Although by no means complete, the following review o f  concepts 
and practices re la t in g  to the human side of organizations in general 
and school systems in p a r t ic u la r  broadened the perspective that there  
was no "quick f ix "  to improve organizational performance. Ralph H. 
Kilmann ( 1984b:24) a r t ic u la te d  th is  philosophy which was observed in 
varying degrees by many others:
I t  is time to stop perpetuating the myth o f
s im p lic i ty .  The system of organization invented by 
mankind generates complex problems that cannot be solved 
by simple, q u ic k - f ix  so lu tions. The only a l te rn a t iv e  is
to develop a t r u ly  in tegrated approach— a complete program
fo r  managing today's organ ization . Complete programs, 
however, are often preached but seldom practiced.
An integrated approach to improvement and planned change addressed
a l l  of the factors involved, or permanent change did not occur.
S ta f f  Morale and School Climate
Recent and popular studies o f  successful corporations (Deal,
1984; Kanter, 1985; Pascale, 1981; Peters, 1982) s ig n i f ic a n t ly  
influenced the thinking and management practices of corporate leaders 
(and in some cases, educational adm inistrators) concerning the complex 
human element and s t a f f  morale. However, the p r inc ip les  highlighted by 
these studies were already known fo r  some time by organizational  
development scholars (A rgyris , 1962; Drucker, 1980; Herzberg, 1968).
According to Gordon C aw elt i,  Executive D irec to r  o f  the Association  
fo r  Supervision and Curriculum Development (1985 :2 ) ,  these newly
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recognized success factors had enormous im plications fo r  ins tru ctiona l  
leaders:
Now, however, we have documentation and 
dissemination to convince skeptics th a t  people function  
most productively  when they fee l t h e i r  views are valued, 
th a t  management r e a l ly  cares about them, and th a t  they 
have some control over t h e i r  work-world destiny.
A recent study conducted by George Mason U nivers ity  (W e ile r ,
1984:9; Appendix B, p. 156) determined th a t  the most important factors
which a ffected  employee morale were a fe e l in g  o f se lf-w orth  on the job
and recognition fo r  a job well done. I f  these factors were ignored,
the study noted, a climate of stress was created.
Robert Blauner, an American s o c io lo g is t ,  suggested th a t  three work
c o n d it io n s - - ( l )  powerlessness, (2 ) meaninglessness, and (3 )  is o la -
tion--combined in many instances to cause workers to become a lienated
from th e i r  work and even from themselves (Sashkin, 1982:12).
Frederic Genck strongly endorsed the importance o f  the human side
of school management. His f irs thand  experience in nearly a thousand
schools over the past ten years (1983:3) generated the following
observation:
Declining school performance is not usually  
recognized to be caused by the inadequacy of t ra d it io n a l  
school adm in is tra tive  practices to meet today's req u ire ­
ments. We usually  look fo r  something wrong with teachers, 
with children and parents, or with teaching techniques 
and m ater ia ls . Seldom do we look fo r  the cause on the 
human side of school management: changes in the in te rna l
operations and outside circumstances o f schools, and how 
these are impacting on the people invo lved--teachers , 
adm in istrators , board members, parents, and students.
There was no school climate problem more consistent or more
elusive than low s t a f f  morale (K e lle y ,  1980; Lezotte, 1980). Weiler
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outlined  h is to r ic a l  reasons fo r  th is  problem (1984:2):
1. The "them against us" m enta lity  often separated s t a f f  and 
adm inistration  and fed the morale problem with a steady d ie t  of 
d is t ru s t  and negative th in k ing .
2. Adm inistrative programs aimed a t  addressing the problem f r e ­
quently were re jected by s t a f f  as "putting a band-aid on a broken leg ."
3. These attempts died "qu ie t or noisy deaths" depending on the 
level of f ru s tra t io n  experienced.
4. U lt im ate ly  the unsuccessful attempts to deal w ith  low morale 
only served to v a l id a te  the o r ig in a l  d is tru s t  and bad fe e l in g ,  creating  
a clim ate o f s tress. The school d i s t r i c t  "went back to square one."
Stress and Burnout
C r i t ic a l  to combating stress was the id e n t i f ic a t io n  o f those 
external pressures and a c t i v i t i e s  which caused the stress ( I b i d . ,  p. 6 ):
As today's educators and th e i r  s ta f fs  reel from reports of 
m ediocrity and c a l ls  fo r  education reform; as s t a f f  members and 
boards of education confront one another across negotiation  
tab les ;  as governors and le g is la to rs  adopt new educational reform 
measures c a l l in g  fo r  teacher testing  programs, competency 
examinations, m erit  pay proposals and more time on task , the 
stress level r is e s .  I t  r ises through the school system. I t  
creates a climate o f stress ( I b i d . ) .
As school adm inistrators followed in the steps of successful 
corporate executives to create a climate of excellence (P eters , 1982; 
Tursman, 1984:10), one o f the f i r s t  remedial approaches taken was to
help ind iv idual s t a f f  members recognize the symptoms of stress and to
i n i t i a t e  a process fo r  coping (W e ile r ,  1984:5).
The best teacher in the school d i s t r i c t  has resigned.
She dreaded getting  up in the morning, coming to school and is
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d is s a t is f ie d  with her work. She is depressed, exhausted, 
and wants out of teaching. She is burned out ( I b i d . ,  p. 2 ) .
Burnout is r e a l ,  W eiler asserted, and can resu lt  in everything
from worry to chronic migraines and u lcers . I t  stemmed from sp e c if ic
causes:
1. lack o f recognition;
2. lack o f involvement;
3. chronic d is c ip l in e  problems;
4. lack o f planning time;
5. media assau lt;
6. public scru tiny ; and
7. low turnover in teaching s ta f fs  ( I b i d . ) .
Stress among school s t a f f  led to burnout which was re f lec te d  in:
1. poor teaching and classroom tension;
2. reduced job s a t is fa c t io n ,  c r e a t i v i t y ,  and energy;
3. absenteeism and tardiness;
4. c o n f l ic t  and dissension;
5. low morale;
6. lack o f concentration and in a tte n tio n  to work;
7. accidents;
8. medical insurance costs; and
9. terminations ( I b i d . ,  p. 5 ) .
In business, the cost of stress-induced dysfunction in f inanc ia l
terms was staggering:
The annual loss of productive capacity is reaching 
estimates o f $19 b i l l i o n ,  and s tre s s -re la te d  i l ln e s s  is  
estimated at $60 b i l l i o n ,  according to a recent study by
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the U n ivers ity  of Pittsburgh (Pa .) Graduate School of  
Public and In te rn a tiona l A f fa i r s .
In education the cost is  higher when i t  is  
trans la ted  into the loss o f  tomorrow's leaders and 
outstanding educators, and to individual teachers, 
p r in c ip a ls ,  and adm inistrators in whom burnout symptoms 
p ro h ib it  not only t h e i r  present p ro d u c t iv i ty , but th e i r  
fu tu re ,  even i f  they change careers ( I b i d . ) .
Self-Renewal
Channels of motivation which led those who experienced burnout to  
an a t t i tu d e  of self-renewal include:
1. recognition o f  the symptoms of s tress;
2. id e n t i f ic a t io n  and understanding o f those external pressures 
and/or a c t iv i t i e s  tha t caused the stress;
3. awareness of and communication with people in the same 
s itu a t io n ;
4. a b i l i t y  to focus on the pos it ive  instead o f the negative;
5. capacity to set goals, make plans, and set p r io r i t ie s ;
6. c a p a b i l i ty  to look a t  both old and new problems in more 
crea tive  and solvable ways;
7. a b i l i t y  to increase s k i l ls  in dealing with other people;
8. c a p a b i l i ty  to turn problems into opportun ities ; and
9. a b i l i t y  to focus on the present ra ther  than to blame past 
mistakes fo r  current problems ( I b i d . ,  p. 7 ) .
E f fe c t iv e  two-way communication motivated a s t a f f  and reduced 
burnout and stress (Walberg, 1979). However, motivation was an ongoing 
process which was supported by school board members, the superintendent,
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and build ing p r in c ip a ls ,  and was embraced by the to ta l  s t a f f  
(Appendix B, p. 157).
Trust
Defining T ru s t . Motivation was b u i l t  on "mutual t r u s t ,  which must 
be earned" (W e ile r ,  1984:7). Gordon F. Shea (1984:13) president of a 
human resource development f i rm ,  asserted that t ru s t  was the 
cornerstone upon which cooperation was b u i l t  and the foundation fo r  
planning and action:
Trust is the u ltim ate  in ta n g ib le .  I t  has no shape or 
substance, ye t  i t  empowers our actions. And i t s  presence 
or absence can govern our behavior as i f  i t  were a 
tang ib le  fo rce . . . . Trust is the "miracle ingredient"  
in organizational l i f e - - a  lu b r ic an t th a t  reduces 
f r i c t io n ,  a bonding agent th a t  glues together disparate  
p arts , a c a ta ly s t  tha t f a c i l i t a t e s  action . No substitu te  
— n either  th rea t  nor promise—w i l l  do the job as w e ll .
Thomas H. Melohn, co-owner o f North American Tool and Die, Inc.
( I b i d . ,  p. 20) shared the fo llow ing warning:
You've got to r e a l ly  mean i t  when you say you want an 
atmosphere o f t ru s t .  You t r u ly  have to believe in i t .
Then you've got to work a t  improving re la t ions  every day 
in every s i tu a t io n .  Otherwise, your employees w i l l  sense 
hypocrisy, and a l l  w i l l  be fo r  naught.
Organizational in e ffec tiveness , maintained Shea ( I b i d . ) ,  la rg e ly  
re f lec ted  d is tru s t:
I f  employees compete v ic io u s ly  by pu lling  others down 
ra ther  than cooperating, everyone pays a pr ice . I f  over- 
c r i t i c a l  supervisors berate employees, the employees are 
foo lish  to extend th e i r  t ru s t .  I f  managers play "good 
guys-bad guys" with other departments, they destroy tru s t  
between groups and promote interdepartmental b ickering.
I f  the organization subscribes to po lic ies  and procedures 
th a t  convey a lack of t ru s t  in employees, the employees 
may have l i t t l e  incentive to prove they are trustworthy.
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Elim inating Excuses.
Tom Peters, co-author of In Search o f Excellence, recently  
proposed these questions a t  an executive seminar ( I b i d . ,  p. 21):
A ren 't  procedure manuals, c a re fu l ly  f i l e d  memos, 
committee s ig n o ffs , and other elements o f  the 
bureaucracy necessary fo r  control? And i s n ' t  the 
alternative--management by shared values, commitment, 
and t ru s t - -s o  much s o ft  and woolly-headed humanism?
He responded to his own questions in the fo llow ing manner:
Not only is  [ th is  approach] not so ft  headed, i t ' s  
the toughest form of management imaginable. . . . Most 
o v e r ly -a r t ic u la te  procedure manuals are simply "excuse 
books". . . . Have you ever known anyone who read one o f  
those damn things? That i s ,  unless the reason was to 
f igu re  out whom to place the blame on a f te r  a screw up?
Operated with only a few basic con tro ls , the so-called so ft
approach created what Peters ca lled  a no-excuse environment. In such
an environment, people were tra ined to do th e i r  jobs, they were given
what they needed to get those jobs done, and they were treated as
adu lts . "You've taken the excuses away," Peters summarized. "Now i t ' s
up to them to perform."
Changing P o lic y . When Rene McPherson became CEO at Dana 
Corporation, he d ram atica lly  threw out policy  manuals that were 22 1/2  
inches th ick and replaced them with a one-page statement of philosophy 
which focused on "the productive people" (P eters , 1982:65).
One county government agency thought th is  went a b i t  too fa r  fo r  
them; they decided, however, that th e i r  manual c o u l d  be revised to 
prune out po lic ies  that diminished t ru s t  (Shea, 1984:60). The 
personnel manager headed a policy  review task force that scrutin ized
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a l l  po licy  statements, prescribed forms, and procedural mechanisms. 
Their ob jec tive  was to enlarge each employee's area o f freedom, to 
reduce obstacles to e f fe c t iv e  performance, and to enhance the flow of  
t ru s t  up and down the organizational structure .
The task force manager reported on the results  o f the po licy  
review:
Many pos it ive  gains have been made in the f i r s t  
three months. An opinion survey completed la s t  week 
shows a substantial improvement in morale and employees 
view o f management ( I b i d . ) .
Building T ru s t . Shea observed tha t people build  th e i r  d a i ly  l ives  
on t ru s t  ( I b i d . , p. 22):
Drivers w i l l  obey t r a f f i c  s ignals, stores w i l l  honor 
our currency, escalators w i l l  not reverse d irec t io n  in 
mid-operation. This t r u s t ,  based on re p e t i t iv e  
transactions y ie ld in g  consistent re s u lts ,  begins with an 
i n i t i a l  period of extending. In new s itu a t io n s ,  we extend 
a degree o f  t ru s t ;  as our e f fo r ts  provoke responses, we 
take appropriate ac t io n , withdrawing, remaining, or 
extending our involvement a b i t  fu r th e r .  We have a l l  been 
operating l ik e  th is  since infancy. While we need to be 
a le r t  fo r  danger s ig n a ls , we also need to extend enough 
t ru s t  to go forward.
I f  you extend to another person who also extends, 
t ru s t  w i l l  grow between you. In any organization where 
people are try ing  to get a job done, we need to work at  
tru s tin g  others and encouraging them to tru s t  us. Trust 
build ing is a dynamic process, an investment in the 
fu tu re .  I t  is not b lin d ; no investment ought to be. I t  
i s ,  l ik e  any investment, a calculated r is k .
Mutual t ru s t  was c r i t i c a l  to the outcome of negotiated arms
agreements and in te rnationa l c r is e s ,  according to researchers in the
Rand Corporation and other th ink tanks who worked out scenarios fo r
resolving such matters ( I b i d . ,  p. 31 ) .  Once opponents trusted each
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other enough to cooperate fo r  mutual gain , they were more l ik e ly  to 
cooperate in the fu tu re  fo r  even more s a t is fy in g  resu lts :
Disarmament ta lks  may thus lead eventua lly  to to ta l  
b i la te r a l  disarmament--but only i f  each side makes a 
consistent e f f o r t  to extend a reasonable amount o f t ru s t  
to the other ( I b i d . ) .
From his experiences as a supervisor, manager, and executive in 
government and p r iv a te  industry fo r  over 20 years , Shea suggested the 
fo llow ing  guidelines fo r  bu ild ing  a t ru s t  level w ith subordinates 
( I b i d . ,  p. 46):
1. Analyze the work fo r  challenging opportun it ies ,  
d is t r ib u te  these opportunities  f a i r l y ,  and set high but 
r e a l is t i c  expectations th a t  tend to s tre tch  the person a 
1i t t l e .
2. Tra in  subordinates well in one acceptable method, 
describe acceptable resu lts  and possible p i t f a l l s ,  then 
allow  innovation in carrying out r e s p o n s ib i l i t ie s .
3. Focus on what gets done instead o f how i t  gets 
done; avoid r e s t r ic t iv e  p o lic ie s  and procedures when 
possib le , and allow reasonable r is k  tak ing .
4. Avoid using coercive power; a t  the same time, 
progressively  empower your subordinates by delegating  
au th o r ity  to them in every possible circumstance.
5. Concentrate on solving the problems when things 
go wrong or a mistake is made, instead o f  spending time 
and e f f o r t  on punishment.
6. Skip the search fo r  who is g u i l t y ;  v is u a l iz e  what 
a job c o rre c t ly  done looks l i k e ,  communicate th a t  v is ion ,  
and organize people to make sure things go r ig h t  the next 
time.
7. Support subordinates and help them come out 
winners.
Lack of T ru s t . A lack o f t ru s t  not only lowered morale, but i t  
lowered p ro d u c tiv ity  as w e ll:
When an organization is sec re t iv e ,  t ig h t l y  con tro lled ,  
does not delegate a u th o r i ty ,  and sharply separates 
management and management decisions from employees and 
lower level managers, i t  doesn't take much in te ll ig e n c e  
to  recognize th a t  management does not t ru s t  i ts
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"underlings" to behave as reasonable, responsible people. 
Lower-level employees who have d is t ru s t  thrown in th e i r  
faces often l i m i t  the scope o f  t h e i r  re s p o n s ib i l i t ie s  and 
may take on the game as well as the name. They may 
choose to d i re c t  t h e i r  energies toward obtaining what 
they can out o f  the s i tu a t io n .  "They don’ t  t ru s t  or 
respect us. Why should we t ru s t  or respect them?" 
exclaimed one disgruntled crew c h ie f  o f a major u t i l i t y .
"Trust breeds t r u s t ,  d is t ru s t  breeds d is tru s t"  (Shea,
1984:55).
Peters and Waterman (1982) considered the issue o f aud iting t ru s t  
in any given s itu a t io n  to be q u ite  simple and d ire c t .  They quoted a 
General Motors Company manager who said:
Our control systems are designed under the apparent 
assumption th a t  90 percent o f  the people are la z y ,  n e 'e r -  
do-w ells , ju s t  w aiting to l i e ,  cheat, s te a l ,  or otherwise 
screw us. We demoralize 95 percent o f the work force who 
act as adults by designing systems to cover our t a i l s  
against the 5 percent who r e a l ly  are bad actors.
Results o f  T ru s t . Nowhere was there a h is to ry  of greater c o n f l ic t  
and lack of t ru s t  than between workers and management. However, recent 
landmark agreements between unions and management indicated th a t  th is  
s itu a tion  was r a d ic a l ly  changing (Feaver, 1984). More and more people 
questioned the necessity fo r  adversaria l re la tionsh ips  as they formerly  
prevailed . Frank Borman, chairman o f  Eastern A i r l in e s ,  and Charles E. 
Bryan, president and general chairman o f D is t r ic t  Lodge 100 of the 
In te rnationa l Association o f Machinists and Aerospace Workers, reported  
that although they were p r io r  antagonists, they achieved an operating  
level of t ru s t  th a t  was a f lo u ris h in g  hab it between workers and 
managers w ith in  t h e i r  organizations.
Since Bryan and Borman decided to shelve th e ir  h is to r ic  
adversarial re la t io n s h ip  and t ry  cooperation, the results  were
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dramatic. The a i r l i n e  reported a $34 m il l io n  saving in operating  
costs, a 21 percent increase in the number of f l ig h ts  departing on 
t im e, a 20 percent increase in the number o f f l ig h ts  a rr iv in g  on time, 
a 50 percent drop in passenger delays o f an hour or more, and vast 
improvements in the speed o f baggage d e live ry  a t  some of the major 
term inals . The most impressive part is th a t  a l l  th is  happened in the 
short time span between December 1983 and March 1984.
Improvements fo r  employees were also impressive. Borman re la ted :
Without question we have changed the way we look a t  
labor r e la t io n s - - in  the past we've always considered 
marketing, f inance, engineering, s a fe ty ,  and f l i g h t  
operations. Now equally  important is :  How is i t  going to
a f fe c t  the people? And th a t 's  the one thing th a t  has been 
given short s h r i f t  in the past because we always f e l t ,  as 
management, i f  we made a l l  these other decisions, we were 
doing the best we could fo r  the people. Now we're saying,
"we'd b e tte r  ask them rather than simply assume that our 
motivation fo r  t h e i r  w ell-being  was there ( I b i d . ) .
What Borman and Bryan accomplished as cata lysts  fo r  th e i r  
organizations encouraged others to take to heart the words o f Woodrow 
Wilson (Shea, 1984:15): " I f  there is one p r in c ip le ,  c leare r  than any
other, i t  is t h is - - t h a t  in any business, whether of government or mere 
merchandising, somebody must be tru s ted ."
Rosabeth Kanter (1985 ),  a scholar with the Yale School o f Manage­
ment, also emphasized the recent s h i f t  o f  industry from s c ie n t i f ic  
management techniques to the c u l t iv a t io n  o f environments th a t  nurtured 
people and th e i r  ideas. She claimed th a t  a renaissance was occurring  
in the mode of operation o f the business world; businesses were moving 
from "trusting  the system" to " trus ting  people."
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In Horace's Compromise, Theodore S izer (1984:214) gave the 
fo llow ing advice to those who wanted exce llen t schools:
Trust teachers and princ ipa ls --and  believe tha t the 
more t ru s t  one places in them, the more the response w il l  
j u s t i f y  th a t  t ru s t .  . . . Proud people ra re ly  jo in  
professions tha t heav ily  monitor them.
M otivation
Frederick Herzberg's h ighly  acclaimed and often q u o t e d  m o t i v a t i o n  
and job s a t is fa c t io n  theory (Hoy, 1982; Kimbrough, 1983; Owens, 1981) 
was thoroughly analyzed and concisely presented in the January- 
February 1968 Harvard Business Review: "One More Time: How Do You
Motivate Employees?" (Herzberg, 1968). The integrated approach to 
change developed herein (Chapter 4; Appendix C) was influenced by the 
fo llow ing concepts as am plif ied  in the above sources.
Motivation Myths. Concerning m otivation, Herzberg ( Ib id . )  
asserted th a t  he could:
. . . charge a man's b a tte ry ,  and then recharge i t ,  
and recharge i t  again. But i t  is only when he has his 
own generator tha t we can ta lk  about m otivation. A 
motivated person does not need outside s tim ulation . The 
desire comes from inside.
Herzberg ( Ib i d . )  reviewed personnel practices which were developed 
as "attempts to i n s t i l l  m otivation:"
1. Reduced time spent on work: In r e a l i t y ,  motivated people 
sought more hours of work, not fewer.
2. S p ira ling  wages: What th is  motivated people to do was to seek
the next wage increase.
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3. Fringe benefits : Once a trend was s e t ,  those benefits  were no 
longer rewards; they were r ig h ts .
4. Human re la t ions  t ra in in g :  The fa i lu r e  of human re la tions  
t ra in in g  to produce motivation led to the conclusion th a t  the 
supervisor was not true to himself in practic ing  interpersonal 
decency.
5. S e n s it iv i ty  t ra in in g :  This f a i lu r e  to motivate led to the 
assumption th a t  the f a u l t  lay  not in what was being done but in the 
employee's f a i lu r e  to appreciate what was being done.
6. Communications: When no motivation resu lted , the thought
occurred th a t  perhaps management was not hearing what the employees 
were saying.
7. Two-way communication: When motivation f a i l e d ,  behavioral 
s c ien t is ts  took human re la t io n s  one step fu r th e r ,  saying people wanted 
to ac tu a lize  themselves.
8. Job p a rt ic ip a t io n :  This often became a "give them the big 
picture" approach to provide a sense of achievement ra ther than a 
substantive achievement.
9. Employee counseling: This was o r ig in a l ly  credited to the
Hawthorne Studies of the Western E le c tr ic  Company during the ear ly  
1930's; however, the pressure o f demands to motivate employees was not 
lessened.
Hygiene Versus M otivators . The motivation-hygiene theory was 
f i r s t  derived from accounts in the l ives  o f engineers and accountants. 
More than 16 other investigations which used a wide v a r ie ty  of
populations made the o r ig in a l  research "one of the most rep lica ted  
studies in the f i e ld  of job a t t i tu d e s  ( I b i d . ) . "
Reinforced by corroboration from a s ig n if ic a n t  number of 
investigations which used d i f f e r e n t  procedures, the f ind ings from 
these studies suggested the fo llow ing :
1. Factors involved in producing job s a t is fa c t io n  (and motiva­
t io n )  were separate and d is t in c t  from the factors th a t  lead to job 
d is s a t is fa c t io n .
2. The opposite o f job s a t is fa c t io n  was not job d is s a t is fa c t io n  
but, ra th e r ,  no job s a t is fa c t io n .
3. S im i la r ly ,  the opposite o f job d is s a t is fa c t io n  was not job 
s a t is fa c t io n ,  but no job d is s a t is fa c t io n .
4. Two d i f fe r e n t  sets o f human needs were involved: the b u i l t -  
drive to avoid pain from the environment; and the a b i l i t y  to achieve, 
and through achievement, to experience psychological growth.
5. The d is s a t is fa c t io n  or hygiene (KITA) factors  e x tr in s ic  to 
the job included: company po licy  and adm in is tra tion , supervision,
interpersonal re la t io n s ,  working conditions, s a la ry ,  s ta tu s , and 
security .
6. The growth o f m otivator factors in t r in s ic  to the job were: 
achievement, recognition fo r  achievement, the work i t s e l f ,  
re s p o n s ib i l i ty ,  and growth or advancement.
From a sample of 1,685 employees surveyed, motivators were the 
primary cause o f s a t is fa c t io n  and hygiene factors were the primary 
cause of unhappiness on the job (Appendix B, p. 158).
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Motivation-Hygiene Theory. Herzberg proposed th a t  rather than 
enlarging the work to increase e f f ic ie n c y  (horizonta l job load ing),  
work should be enriched to bring about e f fe c t iv e  u t i l i z a t i o n  of  
personnel (v e r t ic a l  job lo ad in g ).  He maintained th a t  th is  provided the 
opportunity fo r  the employee's psychological growth and resu ltan t  job  
s a t is fa c t io n ,  while job enlargement merely made a job s t ru c tu ra l ly  
bigger.
V e rt ic a l  Job Loading. L isted below are s p e c if ic  job motivators  
id e n t i f ie d  by Herzberg, followed in each instance by a s p e c if ic  
example of v e r t ic a l  job loading which stimulated those motivators:
1. Respons ib ility  and personal achievement: Removed some control 
while re ta in in g  acc o u n tab il i ty .
2. Responsib ility  and recognition: Increased the accountab ili ty
of ind iv idu a ls  fo r  th e i r  own work.
3. Achievement, recog n it ion , and r e s p o n s ib i l i t y : Gave a person a 
complete natural un it  o f  work (module, d iv is io n ,  area , e tc . )
4. Achievement, recog n it ion , and re s p o n s ib i l i ty :  Granted 
additional au thority  to an employee in his a c t i v i t y  ( job  freedom).
5. In te rna l recognition: Made periodic reports d i r e c t ly
ava ilab le  to the worker h im self ra th er  than to the supervisor.
6. Growth through learn ing : Introduced new and more d i f f i c u l t
tasks not previously handled.
7. R espons ib ili ty ,  advancement, and growth: Assigned ind iv iduals  
sp ec if ic  or specia lized tasks, enabling them to become experts.
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Job Enrichment. A f te r  describing motivators and the practices  
necessary to achieve them, Herzberg advocated sp e c if ic  steps to a t ta in  
job enrichment (1968):
1. Select f i r s t  fo r  improvement those jobs in which 
a tt i tu d e s  are poor, hygiene is  becoming very c o s tly ,  and 
m otivation w i l l  make a d iffe rence  in performance.
2. Begin w ith  the conviction tha t the content as 
well as the scope o f these jobs can be changed.
3. Brainstorm a l i s t  o f  changes th a t  may enrich the 
jobs , without concern fo r  the p r a c t ic a l i ty  involved.
4. A f te r  a carefu l ana lys is , e lim inate  those 
suggestions th a t  involve hygiene rather than actual 
m otivation.
5. Screen the l i s t  fo r  g e n e ra l i t ie s ,  such as "give 
employees more r e s p o n s ib i l i ty ,"  th a t  are ra re ly  followed 
by p rac t ice .  [M otivator words never l e f t  organ izations,
Herzberg acknowledged; the substance was ju s t  r a t io n a l ­
ized and organized o u t . ]
6 . A fte r  a carefu l ana lys is , remove any horizontal 
loading suggestions.
7. Avoid d ire c t  p a r t ic ip a t io n  by the employee whose 
job is  to be enriched. [Herzberg noted a sense of  
p a r t ic ip a t io n  resulted in only short-term movement and 
warned against contaminating the process with human 
re la t io n s  hygiene.]
8. Set up a contro lled  experiment with a t  leas t  two 
equivalent groups in the i n i t i a l  attempts a t  job 
enrichment.
9. Be prepared fo r  a drop in the experimental 
group’ s performance during the f i r s t  few weeks; the 
changeover in practices may lead to a temporary reduction 
in e f f ic ie n c y .
10. Expect some i n i t i a l  anxiety and h o s t i l i t y  from 
f i r s t - l i n e  supervisors concerning the changes being made.
[A f te r  a successful experience, Herzberg emphasized, the 
supervisor usually discovered functions and tasks he 
neglected or never had the time to accomplish.]
An Ongoing Cycle. Job enrichment was not a one-time proposition, 
but ra ther a continuous management function. The i n i t i a l  changes, 
however, lasted fo r  a very long period of time. Herzberg noted a 
number o f reasons fo r  th is :
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1. The changes brought the job up to the level o f challenge 
commensurate with the s k i l l  tha t was hired.
2. Those with s t i l l  more a b i l i t y  eventually  were able to 
demonstrate i t  b e tte r  and win promotion to h igher-leve l jobs.
3. As opposed to hygiene fa c to rs ,  the very nature of 
m otivating factors was such th a t  there was a much longer-term e f fe c t  on 
employees' a t t i tu d e s .
Herzberg summarized the concept of job enrichment with these 
concluding thoughts (1968):
Not a l l  jobs can be enriched, nor do a l l  jobs need 
to be enriched. I f  only a small percentage o f the time 
and money that is now devoted to hygiene, however, were 
given to job enrichment e f f o r t s ,  the return in human 
s a t is fa c t io n  and economic gain would be one of the 
la rg es t dividends th a t  industry and society has ever 
reaped through th e i r  e f fo r ts  a t  b e tte r  personnel 
management.
Productiv ity
W illiam  Ouchi (1981) fo r c e fu l ly  addressed the issue of increasing  
p ro d u ctiv ity  w ith in  organizations (Appendix B, p. 161). Analysis of 
his studies was summarized as follows:
1. P roductiv ity  was a h ig h -p r io r i ty  concern of management.
2. Involved workers were the key to increased p rodu ctiv ity .
3. Productiv ity  was a problem that could be worked out by 
coordinating individual e f fo r ts  in a cooperative manner. Employees had 
the incentive to w i l l in g ly  work toward common goals when management 
i t s e l f  took a cooperative, long-range view.
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4. P rod uctiv ity  went hand in hand with t r u s t ,  su b tle ty ,  and 
intimacy.
5. Trust was exem plified by employees who were w i l l in g  to make 
s a c r i f ic e s ,  knowing th a t  they would be repaid in the fu tu re .
6. Subtlety was captured e x p l i c i t l y .  Subtlety was knowing the 
workers w e l l ,  deciding who worked well with whom, and putting together  
work teams fo r  maximal e ffec tiveness .
7. Socio logists maintained th a t  intimacy was an essential 
ingredient in a healthy soc ie ty . Caring, support, and the d isc ip lined  
unselfishness of intimacy came through close social re la t io n s .
8. I t  was detrimental to an organization to re s is t  the idea th a t  
there was a close f a m i l ia r i t y  with people in the workplace.
P a tr ic ia  Cross, a department chairman and scholar a t  Harvard 
U n ive rs ity ,  noted a strong c o rre la t io n  between p rodu ctiv ity  and 
excellence (1984:170). At the same time, she expressed concern with  
the reports on school reform:
There is  much in the current educational reform 
movement th a t  should fr ig h te n  u s - - i f ,  in f a c t ,  winning is 
important fo r  ordinary people. . . . The reports pay 
su rpris ing ly  l i t t l e  a t te n tio n  to ordinary people. They 
imply th a t  the r is in g  t id e  of mediocrity is made up of  
embarrassing numbers o f ordinary people and th a t ,  i f  we 
wish to return to excellence, we had b e tte r  go out and 
f in d  more "exce llen t people". . . . But the reports say 
l i t t l e  about how to stim ulate unusual e f f o r t  from 
ordinary people.
Thomas Peters and Robert Waterman, in th e i r  b e s t-s e l l in g  book 
In Search of Excellence ( 1 9 8 2 :x x i i i ) ,  suggested th a t  one way to 
stimulate ordinary people to unusual, productive e f f o r t  was to make 
them members of winning teams, while simultaneously recognizing each
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ind iv idual as a s ta r  in his own r ig h t .  "Each o f us," they sa id , "needs
to s t ic k  ou t--even , or maybe p a r t ic u la r ly ,  in the winning in s t i tu t io n ."
Peters and Waterman fu r th e r  noted ( I b i d . ) :
We observed, time and again, extraordinary energy 
exerted above and beyond the c a l l  of duty when the worker 
. . .  is given even a modicum of apparent control over 
his or her destiny.
Peters and Waterman also pointed out tha t less -th an -exce llen t
organizations take a negative view of th e i r  workers:
They verba lly  berate part ic ipan ts  fo r  poor perform­
ance. . . . They want innovation but k i l l  the s p i r i t  o f  
the champion. . . . They design systems th a t  seem 
calcu lated  to tear  down t h e i r  workers' self-image  
( I b i d . ,  p. 57).
Excel!ence
In th e i r  study of what they id e n t i f ie d  to be the most successful 
companies in America (1982; Appendix B, p. 159), Peters and Waterman 
determined th a t  the single most pervasive theme in exce llen t  companies 
was t h e i r  profound respect fo r  the in d iv id u a l.  They fu r th e r  concluded:
One of the main clues to corporate excellence is unusual 
e f f o r t  on the part o f apparently ordinary employees. Excellent  
companies require and demand extraordinary performance from the 
average man ( I b i d . ,  p. x v i i ) .  . . . They build  systems to 
re in fo rce  degrees of winning rather than degrees o f  losing  
( I b i d . ,  p. 57). . . . Most exce llen t organizations turn the 
average Joe and the average Jane in to  winners ( I b i d . ,  p. 239).
In t ra n s la t in g  th is  concept to education, Cross responded
(1984:70):
That task is a b i t  more d i f f i c u l t ,  i t  seems, than 
simply recognizing winners. The hard part is not 
id e n t ify in g  winners, but making winners out of ordinary
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people. And th a t ,  a f te r  a l l ,  is  the overarching purpose 
of education. Yet, in most periods o f educational 
reform in the past, education has reverted to se lecting  
winners ra th er  than creating  them. . . . From these 
recent works on e f fe c t iv e  business organ izations, I 
conclude th a t ,  u n t i l  we can stim ulate  the ordinary people 
in schools to put fo r th  "unusual e f f o r t , "  we w i l l  not 
have las t in g  excellence in education.
Gordon C aw elt i ,  Executive D irec to r  o f the Association fo r  
Supervision and Curriculum Development (19 8 5 :2 ) ,  noted the "newly 
recognized success factors" in the recent popular studies o f success­
fu l  corporations (Deal, 1984; Kanter, 1985; Ouchi, 1981; Pascale, 1982; 
Peters and Waterman, 1982; Appendix B, pp. 159-161). He observed th a t  
a carefu l analysis o f these books could e a s i ly  y ie ld  several 
c h a ra c te r is t ic s  which successful corporations usually e x h ib i t .  He 
proposed, however, th a t  there were two key pr inc ip les  which led to 
organizational v igor:
F i r s t ,  healthy school organizations are responsive to 
the concerns and issues expressed by students, teachers, 
parents, or board o f  education. Such a school doesn't 
study an issue to death fo r  36 months or more; i t  
empowers people to analyze problems and plan corrective  
action .
Leaders of healthy schools empower people to go 
beyond the c a l l  o f  duty, to s tre tcn  to tn e i r  best e f f o r t  
each day, to grow toward perfec t io n . I be lieve tha t one 
of the most serious problems sapping the strength of our 
productive po ten tia l is tha t most of us are 
underemployed. Only when everyone in an organization  
fee ls  a re s p o n s ib i l i ty  fo r  i ts  success and commits the 
f u l l  force o f t h e i r  ta len ts  do we reach Theory Z, our 
maximum forward speed.
P a r t ic ip a t iv e  Management
About 100 A .D .,  a Roman landowner wrote o f  his approach to 
managing the workers on his estate (Sashkin, 1982:10):
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Nowadays I make i t  a practice  to c a l l  them into  
consultation on any new work. . . .  I observe th a t  they 
are more w i l l in g  to set about a piece o f  work on which 
th e i r  opinions have been asked and t h e i r  advice followed.
Columella 
On A gricu ltu re  I
"Why should organizations support and managers use p a r t ic ip a t iv e  
management approaches?" Dr. Marshall Sashkin, a Un ivers ity  o f  
Maryland professor o f  organ izational psychology, asked and then 
rep lie d  (1982:10):
The most simple answer is  tha t American 
organ izations, l i k e  Japanese organ izations, can p r o f i t  
from p a r t ic ip a t iv e  management in terms o f workers' 
performance and p ro d u c tiv i ty .  Although p a r t ic ip a t iv e  
management is no panacea fo r  a l l  managerial i l l s ,  both 
research and prac t ice  c le a r ly  ind icate  th a t  p a r t ic ip a t iv e  
approaches do y ie ld  improved performance and p ro d u ctiv ity .
D e f in i t io n s . In genera l, p a r t ic ip a t iv e  management involved  
workers in the planning and control o f t h e i r  own work a c t iv i t ie s  
(Appendix B, p. 162). However, the various types o f work planning and 
control th a t  subordinates p a rt ic ip a ted  in had some important 
d iffe rences . Sashkin ( I b i d . ,  p. 16) id e n t i f ie d  four major v a r ie t ie s  o f  
p a r t ic ip a t io n :
1. P a rt ic ip a t io n  in goal se tt in g : Workers were involved in
determining, to some degree, the goals they attempted to reach 
regarding work performance and output. More than 90 percent o f  the 
research studies on goal se tt in g  confirmed the power of p a r t ic ip a t io n  
in goal se tt ing  (Locke, 1981:125).
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2. P a rt ic ip a t io n  in decision making: This ranged from 
consultation with some influence on the outcome to re s p o n s ib i l i ty  fo r  
the decision selected. Decision making was l im ite d  to the examination 
and evaluation of a l te rn a t iv e s  already developed. Research indicated  
tha t p a r t ic ip a t io n  in decision making had many p o s it iv e  benefits  
(Lowen, 1968:68).
3. P a rt ic ip a t io n  in problem solving: This required subordinates 
with the th inking capacity to analyze information and develop new ideas 
on the basis o f  that inform ation. Research suggested th a t  the pos it ive  
benefits  obtained from p a r t ic ip a t iv e  problem solving depend most on the 
t ra in in g  received by a l l  p a rt ic ip a n ts  (Maier, 1963).
4. P a rt ic ip a t io n  in change: This required managers and employees
to p a r t ic ip a te  in generating, ana lyzing, and in te rp re t in g  
organizational data in order to develop sp ec if ic  innovative solutions  
to organ izational problems. This was regarded as a c r i t i c a l  aspect of 
successful organizational development (Huse, 1975).
Q uality  C irc le s . The q u a li ty  c i r c le  approach was supposedly an 
imported Japanese p a r t ic ip a t iv e  management technique; a c tu a l ly ,  i t  was 
a technique tha t the Japanese learned from American managers in the 
1950s fo r  group p a r t ic ip a t io n  in problem solving (Sashkin, 1982:57; 
Appendix B, p. 163),
Some concerns appeared regarding the q u a li ty  c i r c le  approach, 
noted Sashkin ( I b i d . ,  p. 5 8 ) ,  p r im a ri ly  because o f the " fa d - l ik e "  
manner in which American managers and organizations seized upon i t  as
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a "panacea fo r  management and organizational problems:"
Expectations tha t the QC approach w i l l  solve a l l  of 
management's problems a re , o f  course, u n r e a l is t ic ,  and 
are bound to be u n f u l f i l l e d  in actual p rac tice .
Moreover, the rapid spread of the QC approach has often  
resu lted  in poor-qua lity  implementation o f  p a r t ic ip a t iv e  
group problem solving by t ra in e rs  and consultants who 
n e ither  f u l l y  understand the approach nor have the s k i l ls  
needed to e f fe c t iv e ly  t ra in  people to use i t .
Tom Peters pointed out th a t  although the concept was e f fe c t iv e  in
a healthy organ ization , other problems in a bureaucracy acted as
b arr ie rs  to e f fe c t iv e  implementation (Tursman, 1984:12):
Q uality  c irc le s  work l ik e  a charm a t  Hewlett-Packard, 
because the company has believed fo r  45 years th a t  the 
average person should be a regular contr ibutor to his or 
her job ; so the technique added on top o f th a t  set of 
b e l ie fs  is  t e r r i f i c .  But in nine out o f ten companies I 
go to ,  even in the so-called  "humanistic" S i l ico n  V a lley ,
I f in d  th a t  people wouldn't attend th e i r  q u a li ty  c i r c le  
meetings even i f  i t  were the la s t  day on e a r th ,  because 
they see i t  as ju s t  another bureaucracy game aimed at  
tw is t ing  the p rodu ctiv ity  screws.
Although q u a lity  c irc le s  were seen as a democratic technique fo r  
problem solving where employees were lis tened to and the administrators  
showed concern about employees, Michael Kahn (1984:14) cautioned 
against the potentia l Machiavellian q u a lity  c i r c le  which only appeared 
to do these things:
From the cunning Machiavellian adm inistrators ' view­
point he or she r e a l ly  controls the q u a li ty  c i r c le .  The 
adm inistrator chooses the f a c i l i t a t o r  whose job is to 
e s ta b l is h ,  coordinate, and d ire c t  the q u a li ty  c i r c le .
The f a c i l i t a t o r  gives the adm inistrator continuous 
reports on the progress and items being discussed w ith in  
the c i r c le .  Thus, the adm inistrator knows what the group 
is doing, fe e l in g ,  and saying. Dissenters in the organi­
zation  can be id e n t i f ie d  and treated accordingly. In 
ad d it io n , the f a c i l i t a t o r  instructs the q u a l i ty  c i r c le  in 
what problems and issues are w ith in  th e i r  realm. . . .
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The Machiavellian adm inistrator not only chooses the 
problems that the c i r c le  discusses but also selects the 
solution . Even i f  the adm inistrator selects a solution  
which f a i l s  to get appropriate re s u lts ,  he or she s t i l l  
has a number o f scapegoats. Moreover, by choosing a 
solution suggested by the q u a li ty  c i r c le ,  the adminis­
t r a to r  earns more respect, more lo y a l ty ,  and thus, more 
power.
While q u a li ty  c irc le s  were established to involve employees, i t  
was apparent th a t  they were e a s ily  abused. Jack Lindner (1984 :14 ),  
vice-president o f the Q uality  C irc le  In s t i tu te  o f  Red B lu f f ,  
C a l i fo rn ia ,  suggested th a t  to operate a q u a l i ty  c i r c le  e f fe c t iv e ly ,  a 
leader should have a background in basic s t a t is t i c s ,  q u a li ty  control 
techniques, and problem ana lys is . Train ing m a te r ia l ,  he noted, was 
a va ilab le  fo r  developing these s k i l l s .  Lindner fu r th e r  advocated:
The basic in te n t  o f q u a li ty  c irc le s  is the idea of  
build ing people. This concept is based on t ru s t  and 
allows people to become b e tte r  than they already are.
Q uality  c irc le s  can provide a structured way fo r  th is  to 
happen. However, th is  means member t ra in in g  and patience 
w i l l  be necessary to le t  i t  happen. People must be 
granted time to learn how to deal w ith the opportunity of  
helping to make decisions fo r  the "system" ( I b i d . ) .
Issues Seminar. The S t. Louis Public Schools implemented the 
issues seminar, a social systems approach to problem solving, during 
the 1976-77 academic year. I ts  i n i t i a l  impetus was to address mandated 
desegregation. The o r ig in a l issues seminar in S t. Louis was fo r  the 
system's top tw en ty-f ive  adm inistrators. However, because the 
experience proved p o s it iv e ,  the seminar membership was expanded on 
three occasions. U lt im a te ly ,  eight d i f f e r e n t  groups met fo r  three  
hours on a bi-weekly basis (Perry, 1977).
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The groups met separately to examine issues of p a r t ic u la r  in te re s t  
to  th e i r  s p e c if ic  ro le s ,  concerns re levant to the school d i s t r i c t  as a 
whole, and topics "germane to the e n t ire  community." Although they met 
as separate e n t i t i e s ,  the to ta l  seminar population o f 200 was drawn 
together by the fo llow ing " in teg ra tin g  mechanisms":
1. shared meeting minutes;
2. v is i ta t io n s ;
3. questioning o f  other groups' members (almost a form of  
"subpoena power");
4. exchanging o f various group positions on issues;
5. requests fo r  information from other groups; and
6. to ta l  group meetings ( I b i d . ) .
The " m u lt i - ro le  design" created a strong base fo r  "analyzing  
complex issues from d i f fe re n t  perspectives and predicting  the probable 
success of proposed solutions":
1. Suggested educational changes were quickly judged in terms of 
t h e i r  impact on community, teachers, students, and p r in c ip a ls .
2. Each group c a re fu l ly  examined each other group's proposed 
plans and provided the sponsor with a l i s t  of strengths and weaknesses.
3. This exchange of information increased each group's 
s e n s it iv i ty  to how others' value systems, ro le  perspectives, and 
in te re s t  groups acted and reacted toward them.
4. The ins tan t feedback of new data and fee lings "sharpened both 
the c r e d ib i l i t y  and f e a s ib i l i t y  of each a l te rn a t iv e  presented."
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5. This "r ich  network o f  d iverse roles was responsible fo r  the 
q u a li ty  o f  the seminar so lution and t h e i r  f e a s i b i l i t y  of  
implementation" ( I b i d . ) .
Part ic ipants  became more "contextual" as the importance o f the 
school's social context became more apparent to many in d iv id u a ls :
The examination o f  the d i s t r i c t ' s  proposed 
desegregation plan h igh ligh ted  the ro le  th a t  the news 
media, u n iv e r s i t ie s ,  wealth in s t i tu t io n s ,  churches, and 
c i ty  governmental agencies play in the f in a l  resolve.
They no longer considered the school d i s t r i c t  as an 
iso la ted  e n t i t y .  Ind iv idua ls  began to r e a l iz e  th a t  the  
d i s t r i c t  was a system th a t  in te rac ted  with other systems 
over time and in a d e f in i te  space. The importance o f  
these other value sectors in any desegregation p lan 's  
implementation and the need fo r  leaders to c u l t iv a te  these 
arenas became real (P erry , 1977:7).
One o f  the resu lts  o f the issues seminar experience in St. Louis 
was the establishment of the process which Argyris (1977:115) 
id e n t i f ie d  as "double-loop" lea rn ing . As explained by the S t. Louis 
p art ic ip a n ts :
Often an issue w i l l  s t a r t  a t  the s ing le -loop  learning  
phase with part ic ipan ts  discussing how they can improve 
th e i r  work w ith in  a given system and ta lk in g  about what 
should be done. Occasionally the part ic ipan ts  w i l l  come 
to be lieve  th a t  instead o f accepting the condition as a 
given and t ry in g  to work w ith in  i t ,  they should begin to  
question the why of the s i tu a t io n ,  i . e .  the underlying  
objectives and po lic ies  which are creating the concern 
(P e rry ,  1977:8).
Secondary pr inc ipa ls  were o r g a n i z e d  w ith in  a geographical 
alignment o f d is t r ic t s  which contained 20 to 30 elementary schools and 
two to three high schools. They expressed the f ru s tra t io n  th a t  the 
d is t r ic ts  were elem entary-oriented. Their discussion i n i t i a l l y  focused 
on working w ith in  the system and making the system more responsive to
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t h e i r  demands and concerns. Over tim e, however, they "began to  
question the organ izational schema and the premises on which i t  was 
based" ( I b i d . ,  p. 9 ) .  This was precisely  the type o f  double-loop  
learn ing which Argyris (1977) c ite d  as being so e s s e n t ia l .
The seminars provided an arena where information and perceptions 
were exchanged and productive confrontations among ind iv idu a ls  and 
groups emerged:
1. P art ic ipants  re a l ize d  how others viewed t h e i r  positions by 
examining minutes, comments, and conversations o f  other ro les .
2. Discussion acted as a m irro r ,  re f le c t in g  back the perception  
of other ind iv iduals  and groups.
3. Board members reassessed th e i r  ro le  perception a f te r  a rude 
awakening to the fa c t  th a t  others w ith in  the system saw them as 
p o l i t i c a l  agents pressing fo r  special in te re s ts  or s t r iv in g  fo r  ego- 
enhancement.
4. A ll  groups, whether board members, associate superinten­
dents, or teachers, came to c le a r ly  perceive the l im ite d  nature o f  
t h e i r  power.
5. S ig n if ic a n t  to the cooperative process was the re a l iz a t io n  
th a t  others also operated under a series of constra ints  and pressures 
which prevented them from seiz ing the "ship 's helm".
In a f in a l  assessment, the issues seminar was viewed as an 
i l l u s iv e  y e t  dynamic process (P erry , 1978:242):
In theory i t  allows decision makers to ac t pro­
a c t iv e ly ,  to u t i l i z e  data , and to operate in a synergetic
mode. In practice  i t  is an in tervention  which allows
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p art ic ip a n ts  to exchange a t t i tu d e s  and perceptions, 
demands tha t bureaucrats be accountable, and fosters  
leadership at a l l  le v e ls .
TEAMS. When Larry Zenke became superintendent o f the Tulsa School 
D is t r ic t  in 1976, he in i t i a t e d  a plan fo r  p a r t ic ip a t iv e  decision making 
under a management-team approach (Appendix B, p. 164) as a way to 
"unleash the immeasurable t a le n t ,  t ra in in g ,  and experiences already  
e x is t in g ,  but in many cases untapped," w ith in  the school system 
("T u lsa 's  'TEAMS': Management by Consensus," 1984:293). Called Toward
Education And Management Success (TEAMS), th is  plan provided a 
structure  under which the superintendent, management personnel, 
p r in c ip a ls ,  teachers, parents, and other c i t iz e n s  "worked together to 
make decisions about educating Tulsa 's  students" ( I b i d . ) .
Cheryl Bensinger, f i r s t  vice president o f the Tulsa Classroom 
Teachers Association, said she had "complete fa i th "  in the school 
d i s t r i c t  adm inistration to keep the teachers' best in te re s t  in mind 
( I b i d . ):
P r io r  to Zenke, i t  was ‘ You're on the wrong side' as 
f a r  as teachers were concerned. Now, what we take to the 
tab le  is seen in a much more productive atmosphere.
Bensinger and the TCTA president were added as ad hoc members o f
Zenke's executive s t a f f  in 1983, jo ined by the presidents o f the two
local p r in c ip a ls '  organizations and the resource personnel group.
A ll  members had an equal part in the decision making and took turns
chairing  the weekly meetings while Zenke sat as a p a r t ic ip a n t.
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The team approach was expanded throughout the d i s t r i c t  by 
establish ing nine area planning councils to make recommendations on 
school closings or reorganizations a f te r  the d i s t r i c t  lo s t  25,000  
students in e igh t years (Burton, 1984:12). Each council encompassed 
one senior high school and a l l  the jun io r/m id d le  schools and 
elementaries which fed in to  tha t senior high school. These area 
councils included parents, teachers, adm in is tra tors , and sometimes 
students. They were structured in such a way th a t  s t a f f  members could 
not comprise a m a jo r ity .  Ind iv idual school planning councils were also 
established a t  each school in the d i s t r i c t  ( I b i d . ,  p. 13).
Before the councils were in opera tion , massive protests occurred 
when Mason High School was closed in 1980. In April  1984 the board 
shut down three elementary schools "without a word o f p ro tes t ."  
Commented one board member: " I ' l l  have to admit, th is  is a f i r s t "
("Tulsa 's  ’ TEAMS': Management by Consensus," 1984:293).
The p a r t ic ip a t iv e  management process proved to be time consuming 
fo r  everyone involved. Zenke expected t h is ,  as noted in an address to 
the school board on February 5, 1979 (Burton, 1984:3):
I t  w i l l  take time to get informed, time to examine 
a lte rn a t iv e s ,  time to formulate solutions to various 
other groups, and time to implement the so lutions. But 
las ting  change takes time, and i t  is fo r  such las t in g  
solutions which are acceptable to the community and which 
hold promise o f s t a b i l i t y  fo r  some time to come, th a t  we 
w il l  be searching.
Some members o f  the Tulsa School System i n i t i a l l y  believed that  
th is  approach involved to ta l  shared decision making on the part of a l l
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s t a f f  members a t  a l l  times. This u n re a lis t ic  point o f  view was 
countered by Erickson and Gmelch, whose studies (1977) served as a 
sound th eo re t ic a l  base fo r  the Tulsa system:
A common misunderstanding about the management team 
is evident in the frequently  stated dictum o f team 
decision making: 'A l l  those affected by decisions
should be involved in making dec is ions .' I t  would be 
i r r a t io n a l  to suggest th a t  the team make a l l  decisions, 
when, in f a c t ,  the superintendent alone is  responsible 
to the board.
Tulsa School System also embraced the concepts of Marilyn Lawrentz 
(Burton, 1984:5), who id e n t i f ie d  "three modes of decision making which 
can be used, depending on the s i tu a t io n ."  I t  was important to 
remember, she noted, th a t  a l l  three kinds o f  decisions were needed in 
any working re la tionsh ip :
1. U n ila te ra l  (a u to c ra t ic )  decisions: The person in charge
made the decisions with a v a ila b le  information.
2. Consultative decisions with input and recommendations
from others: Using input, the person in charge made the f in a l  decision
and assumed f u l l  re s p o n s ib i l i ty  fo r  i t .
3. Consensus (p a r t ic ip a t iv e )  decisions: The person in charge
allowed the s t a f f  to share in the f u l l  re s p o n s ib il i ty  fo r  making the 
decision as well as in the re s p o n s ib il i ty  fo r  i ts  outcome.
Tulsa's experiences demonstrated that some s t a f f  members wanted to 
"share in the f u l l  responsibi1i t y  fo r  making the decision but not 
share in the re s p o n s ib il i ty  fo r  the outcome of i t "  ( I b i d . ) .
Erickson and Gmelch ( I b i d . ,  p. 6) advocated individual actions 
necessary fo r  successful p a r t ic ip a t io n  in team management. These
I l l
actions served as a model fo r  Tulsa's TEAMS philosophy and summarized 
a c t iv i t i e s .  Tulsa TEAMS:
1. invested s ig n i f ic a n t  amounts o f time;
2. worked cooperative ly  ra ther than com petitively toward common 
goals or purposes;
3. established open and c lear  l ines  of communication;
4. trusted in the in te g r i ty  o f colleagues;
5. l is tened fo r  and t r ie d  to understand the f u l l  explanation o f  
m inority  opinions; and
6. practiced acute l is te n in g  to the opinions of others.
The strengths and l im ita t io n s  o f p a r t ic ip a t iv e  management were
id e n t i f ie d  in the TEAMS concept. The strengths included:
1. Employees were treated  as persons ra ther  than as objects.
2. There was a greater sense o f community.
3. There was a greater fee l in g  o f ownership on the part of
employees.
4. Quite often the q u a li ty  of a decision was p o s it iv e ly  enhanced 
by an increasing number of inputs.
5. Both motivation and p ro d u ctiv ity  were higher with  
p a r t ic ip a t iv e  management.
The l im ita t io n s  of p a r t ic ip a t iv e  management included:
1. I t  was time consuming. Although the decision making time 
under the consensus mode was longer, the implementation time required  
to carry out the decision was very much shorter. Therefore, the 
overa ll time fo r  p a r t ic ip a t io n  in management was not increased.
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2. Some people viewed i t  as weak management. However, the fac t  
th a t  a manager did not o ve rt ly  manifest his or her a u th o r i ty  did not 
diminish i t s  p o ten tia l  fo r  use. The proper use o f power was to e l i c i t  
from subordinates the most e f fe c t iv e  response.
3. Many people preferred  more s tructure  and co n tro l .  I t  was then 
the leader 's  re s p o n s ib i l i ty  to model the team management s ty le  of 
leadership and involve a l l  members in management team workshops.
Part o f  the success in making Tulsa 's  TEAMS s tra tegy  and 
structure  operational was the u t i l i z a t i o n  o f L i.kert's  " l in k in g  pin" 
concept ( I b i d . ,  p. 9; L ik e r t ,  1961:113; Appendix B, p. 165). Erickson 
and Gmelch (1977) a r t ic u la te d  th is  concept:
There are certa in  conditions w ith in  organizations  
which bu ild  b a rr ie rs  to e f fe c t iv e  team operation. In 
many, the levels  o f  t r u s t ,  support, m otiva tion , and 
cooperation are usually  lower than levels  desired fo r  
e f fe c t iv e  team management. In a d d it io n , the norms and 
cu ltu re  o f  most organizations do more to block open 
expressions o f interpersonal fee l in g s  than to f a c i l i t a t e  
honest communication. Also, the use o f groups more often  
tends to be counterproductive than synerg is tic  in 
a rr iv in g  a t  solutions because o f the predominance o f  
competitive ra th e r  than c o lla b o ra t iv e  ind iv idual  
behavior.
The adm in is tra tor may be able to implement team 
management in an organization by using overlapping  
independent work groups characterized by L ik e r t 's  
" lin k in g  p in ' concept. I f  management teams are organized 
according to the " lin k in g  pin" concept, i t  must be kept 
in mind th a t  what happens to one team w i l l  a f fe c t  and 
w i l l  be influenced by what happens in other teams w ith in  
the o rgan iza tion . Employees in l in k -p in  roles w i l l  be in 
b e tte r  positions to f a c i l i t a t e  changes and communication 
w ith in  t h e i r  own groups.
As described, the u ltim ate  purpose fo r  developing the TEAMS 
concept in Tulsa was to bring about an improved educational se tt in g .
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The School Effectiveness Program, which evolved through p a r t ic ip a t iv e  
decision making as a part of the TEAMS process (Burton, 1984:16),  
included the " f iv e  indispensable ch a ra c te r is t ic s  o f  an e f fe c t iv e  
school" id e n t i f ie d  by Ronald Edmonds ( I b i d . ,  p. 14) and a s ix th  
c h a ra c te r is t ic  added by consensus, a l l  o f  which are defined below:
1. strong leadership;
2. high academic expectations;
3. an orderly  learning environment;
4. emphasis on learn ing;
5. a systematic monitoring of student progress; and
6. strong support from parents and the community.
A ll p r in c ip a ls  and t h e i r  s t a f f  members were given the
re s p o n s ib i l i ty  to design a plan which promoted the achievement of the 
six c h a ra c te r is t ics  o f e f fe c t iv e  schools ( I b i d . ,  p. 15). This 
c o l le c t iv e  charge to the Tulsa Public Schools was carr ied  out in a 
manner consistent w ith recommendations advocated by John Goodlad in 
A Place Called School (1984):
What I am proposing is genuine d ec en tra liza t io n  of  
au th o r ity  and re s p o n s ib i l i ty  to the local school w ith in  a 
framework designed to assure school-to-school equ ity  and 
a measure o f acc o u n tab il i ty .  Each school is  to be held 
responsible fo r  providing a balanced program o f studies.
Each school is  to develop and present i ts  program and 
accompanying planning document and budget to the 
superintendent through the p r in c ip a l .
My p ic tu re  of d ec en tra liza t io n  is  not, then, one o f
schools cut loose, but ra th er  o f  schools linked both to a
hub--the d i s t r i c t  o f f ic e - -a n d  to each other in a network.
The ship is not alone on an uncharted sea, cut o f f  from 
supplies and communication. But ne ither are decisions 
fo r  the w elfare  of those on the ship the prerogative of
persons in the hub or in charge o f  other ships. The
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p rinc ipa l is the captain with f u l l  au th o r ity  and respon­
s i b i l i t y  fo r  the ship , but i f  reasonably wise and 
prepared fo r  the post, he or she w i l l  make them in the 
company and with the counsel o f others.
Indeed, i t  is essentia l tha t persons in add ition to 
the p r inc ipa l be involved in decisions fo r  the school's  
w elfa re . There should be, fo r  example, some kind of  
policy  and planning group chaired by the p r inc ipa l and 
including teachers, students, parents, perhaps a non­
parent, and, i f  possib le , a representative from the 
d i s t r i c t  o f f ic e .  . . . This body would be constantly  
a le r t  to problems a f fe c t in g  the school as a whole, would 
id e n t i fy  the need fo r  new p o l ic ie s ,  and would be 
responsible fo r  f in a l  approval of the planning document 
and budget prepared fo r  discussion by the pr inc ipa l with  
the superintendent.
Researchers who studied s im ila r  group in te ra c t io n  among managers 
moving from au th o r ita r ian  to p a r t ic ip a t iv e  s ty les  noted concerns which 
" in h ib i t  good group in te ra c tio n "  (Burton, 1984:11) th a t  included (1)  
fe a r  o f making mistakes in f ro n t  of peers, (2 ) lack o f  t r u s t ,  and (3)  
fe a r  of peer eva luation . Such concerns were "recognized honestly, and 
solutions should con tinua lly  be sought to fu r th e r  the effectiveness of  
group in te r a c t io n ."
For any management program to be successful, i t  must be endorsed 
by the school board, stressed Erickson and Gmelch (1977):
Board members must r e a l iz e  tha t increased time and 
energy w i l l  be involved on the part o f a l l  p a r t ic ip a t in g  
adm inistrators . When the management team is f i n a l l y  
launched, i t  w i l l  be helpful i f  the team members as well 
as the board can i n i t i a l l y  focus on the contributions and 
successes o f the team ra ther  than on a possible unstable 
growth process.
The Tulsa Board adopted the following "Management Team" policy  
statement (Burton, 1984:16):
The board has the highest concern fo r  both people 
and production w ith in  the organizational s tructure  of
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th is  school d i s t r i c t .  Therefore, the Board endorses a 
s ty le  o f  leadership which w i l l  promote team management.
The management team is organized on the premise th a t  
the m u lt ip le  re s p o n s ib i l i t ie s  of the superintendent can 
be b e t te r  served by establish ing a means which w i l l  
permit the best th inking of s t a f f  members to be brought 
to bear on school problems. Although the Board and the 
superintendent cannot absolve themselves o f le g a l ly  
constituted re s p o n s ib i l i t ie s ,  the team provides fo r  a 
two-way flow of information and e f fe c t iv e  action  
resu lt in g  from group th ink ing .
The superintendent w i l l  lead, determine, s tructure  
and designate membership fo r  the to ta l  management team. 
This team is responsible to the superintendent who, in 
tu rn , is  responsible to the Board.
An Integrated Approach
Kilmann ( 1984b:37) c le a r ly  a r t ic u la te d  the need fo r  an integrated  
approach to " r e v i ta l iz in g "  American organizations:
Everyone in every organization has heard the
message: The world is characterized by dynamic
complexity. T o f f le r 's  Future Shock has been with us fo r
more than a decade. Why, then, do organizations s t i l l  
act as i f  the world is a simple machine? Why do managers 
speak o f  complexity ye t act out o f s im plic ity?  What does 
i t  take to f i n a l l y  come to grips with the holographic 
world? W ill  top managers commit beyond the quick f ix ?
The re a l iz a t io n  o f the American dream rests on the 
promise o f commitment. I f  top managers do not act on
th is  promise . . . a l l  other e f fo r ts  a t  providing
integrated programs w i l l  be wasted. Chief executives  
w il l  continue to search fo r  the Holy G ra i l ,  whether i t  be 
a magical machine to solve th e i r  technical problems or a 
quick f i x  fo r  th e i r  organizational problems. Continuing 
with such misplaced e f fo r ts  eventually  w i l l  decrease our 
p rodu ctiv ity  as a nation , threaten our standard o f l iv in g  
and p o l i t i c a l  freedom, and erode our position o f world 
leadership. The a l te rn a t iv e  is to address the 
fundamental problem facing our society today: f a i lu r e  to
place a long-term to ta l  commitment behind an integrated  
program fo r  organizational success.
Commitment to a c t - - to  put oneself on the l in e ,  to 
r isk  f a i lu r e  and h um ilia t ion— is a very d i f f i c u l t  
proposition. Most ind iv iduals  are uncomfortable with the 
idea o f f u l l y  commiting to anything, whether i t  be
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another person, an idea, or an integrated solution to a 
complex problem. Some managers are so a f ra id  of being 
held responsible th a t  they do not ac t .  Others are 
w i l l in g  to act as long as they can blame someone else fo r  
the resu lts .  However, as Harry Truman once said 
regarding re s p o n s ib i l i ty  in the Oval O ff ic e :  "The buck
stops here!" For CEOs, so also stops c e r ta in ty  and 
precision in a l l  th a t  transp ires . Thus, accepting 
personal re s p o n s ib i l i ty  fo r  success amidst uncertainty  
and imperfection is the only way top executives can move 
forward in a holographic world. Only in the world as a 
simple machine can executives expect absolute guarantees 
before they take ac tion .
Throughout the preceding chapters, research, ana lys is , and the 
insights o f those fa r  more experienced served as a ca ta lys t  fo r  action  
and synthesis. The task was to design a model fo r  an integrated  
approach to change. The more the human mind extended past the 
boundaries o f  personal experience to share v icar io u s ly  in the thoughts 
and a c t iv i t i e s  of others , the more c le a r ly  a s ingle tru th  emerged: 
there was no or ig ina l thought, only ind iv idual discovery of already  
ex is t in g  t ru th .  The fo llow ing words c ry s ta l l iz e d  the challenge:
Somewhere in the heart of experience there is an 
order and a coherence which we might surprise i f  we were 
a t te n t iv e  enough, loving enough, or pa t ien t  enough. Is 
there s t i l l  time?
- -  Lawrence D u rre l l ,  Justin
117
CHAPTER 4
A Model fo r  E f fe c t iv e  Organizational Change
Most of the concepts fo r  the model which was developed were 
formulated p r io r  to reading any o f  the ideas presented so cogently by 
Ralph H. Kilmann. I t  was a fe e l in g  o f true  in te l le c tu a l  discovery and 
excitement to r e a l iz e  th a t  someone o f Dr. Kilmann's academic eminence 
and managerial experience had already id e n t i f ie d  concepts and a process 
very s im ila r  to those developed herein . A fte r  reading the b r ie f  
synopsis o f his " in tegra ted  program fo r  organizational success" 
(1984b:24), an e f f o r t  was quickly  made to obtain his view presented 
in greater depth (1984a).
What followed was a synthesis in response to the myriad of 
research, concerns, ideas, experiences, and recommendations already  
c ite d .  As i t  evolved, i t  was also an adaptation o f the "no 'quick
f i x ' "  concept ( I b i d . )  presented by Dr. Kilmann. I t  was developed,
however, to address the sp ec if ic  concerns and a c t iv i t i e s  o f school 
systems.
Three Dimensions o f  Thinking
One-Dimensional Thinking
A one-dimensional view of a school system developed a s im p lis t ic  
approach to growth and change:
1. Each part  w ith in  a system operated w ith in  i ts  own space and
independently f u l f i l l e d  i ts  own ro le .
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2. A set o f rules was applied exc lus ive ly  to each indiv idual part  
without a f fe c t in g  other parts of a system.
3. I f  something went wrong with  one part  of a system, the 
defective  part  was replaced w ithout a f fe c t in g  the other parts.
4. Because each part operated independently, solutions to 
problems were s tra ig h tfo rw ard , simple, and did not in te ra c t  with other  
p a r ts .
5. One cause e l ic i t e d  one e f fe c t ;  by the same token, one e f fe c t  
was researched to a s ingle cause.
6. Each part operated smoothly and e f f i c i e n t l y  i f  independent and 
uninterrupted a tten tion  was given to i ts  needs.
7. Each problem had one correc t so lu t ion , regardless of 
surrounding problems.
One-dimensional th inking nea tly  categorized and divided the 
functions, a c t i v i t i e s ,  and resu lt in g  problems o f a school system 
(Figure 1 ).
Two-Dimensional Thinking
A two-dimensional view of a school system developed a more 
in tegrated approach to growth and change:
1. Each of the parts w ith in  a system interacted with a l l  o f  the 
other parts .
2. Each part of a system acted upon and reacted to i ts  to ta l  
environment.
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3. To achieve i t s  own goals, each part  o f a system combined with  
the whole and developed a balance between in te rna l forces as i t  adapted 
to the external environment.
4. The system as a whole thus became more than and was empowered 
by the sum of i t s  parts .
5. Dynamic equ ilib r ium  was achieved as the combined system 
transformed inputs in to  outputs and adapted to i t s  environment.
6. By a continued and appropriate use o f  inputs transformed
into  outputs, changes in the environment were accommodated and a steady 
s ta te  was achieved.
7. Positive and negative feedback from in te rna l and external 
environments in te racted  with and balanced the whole system a t  the 
surface level where actions were e a s ily  observed and measured.
Two-dimensional th inking recognized th a t  every part o f a system 
was interdependent with every other p a r t .  Therefore, a problem in one 
part o f  a system eventua lly  created problems in a l l  other parts  
(Figure 2 ) .
Three-Dimensional Thinking
A three-dimensional view of a school system added depth to 
perception by probing beneath the surface to uncover add it iona l and 
powerful forces which impacted growth and change:
1. S tra teg ies , s tructures , and incentives formed only the surface 
of a school system. Planned change was not achieved by a t te n t io n  at  
the surface level only.
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A three-dimensional view of a school system 
(Adapted from concepts presented 
by Ralph H. Kilmann)
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2. Three-dimensional th inking id e n t i f ie d  the unconscious and 
nonrational aspects of human l i f e  as the support s tructure  to the open 
system.
3. Group culture  was discovered as the unw ritten , unspoken 
personality  of the organization th a t  f i l l e d  in the gaps between what 
was declared and what a c tu a l ly  took place w ith in  a system.
4. Three-dimensional th inking uncovered the unstated and untested 
assumptions which were assumed to be true w ith in  a school system but 
were proven to be fa ls e  under c loser scrutiny.
5. Probing the depths o f  the human psyche created more r e a l is t ic  
assumptions concerning how people w ith in  a system thought and acted.
6. Understanding human nature—what people wanted, feared, 
res is ted , supported, and defended— undergirded successful 
accomplishment w ith in  the s tra teg ies  and structures of the open system.
7. Three-dimensional th inking created the foundation of an 
integrated program fo r  e f fe c t iv e  organizational change as i t  
id e n t i f ie d ,  accepted, and nurtured the complex human elements w ith in  
a school system (Figure 3 ) .
Five Steps to Success w ith in  an Organization
Single approaches to organizational change were not long-lasting  
or e f fe c t iv e  when applied independently. There were no simple 
solutions to the complex problems a school system faced. Lasting 
change took time and a m u l t ip l ic i t y  of e f fo r ts .
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Five steps to organizational success formed an integrated approach 
to planned change w ith in  a school d i s t r i c t .  The follow ing key concept 
areas b u i l t  upon each other in sequential order to form a solid  
s tra te g ic  s tructure: (1 ) group cu ltu re ;  (2) management s k i l ls ;
(3) team build ing ; (4 ) in tegrated planning; and (5) incentive programs. 
These steps were in harmony with the many facets of systems theory, 
gave m ateria l form to three-dimensional th in k in g , and incorporated a 
v a r ie ty  o f e f fe c t iv e  managerial practices (Figure 4 ) .  A b r ie f  analysis  
and suggested app lication  of these f iv e  steps was included in the 
handbook School System Strategy and Structure: 5 Steps to Success
(Appendix C).
The p r in c ip le  of e q u i f in a l i t y  in systems theory proposed that  
there was no "one best way" to achieve organizational goals (M iles ,  
1975:237). Instead o f fo llow ing a sp ec if ic  action plan, basic concepts 
fo r  achieving success w ith in  a school system were id e n t i f ie d  and 
introduced in sequential steps. Although ideas fo r  app lication  were 
presented, spec if ic  methods fo r  implementation depended upon the unique 
needs and circumstances o f ind iv idual school d is t r ic t s .
An Ongoing Cycle fo r  Planned Change 
Theory was useless without ap p lica t io n . The f iv e  steps to organi­
zational success focused a t te n tio n  on what needed to be accomplished. 
Focus by i t s e l f ,  however, was not enough; a process fo r  application  
specified how to proceed in order to achieve each step:
Planned change can be viewed as a crucia l l in k  
between theory and p rac t ice ,  between knowledge and
Figure 4
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action . I t  plays th is  ro le  by converting variab les from 
the basic d isc ip lin es  in to  s tra te g ic  instrumentation and 
programs (Bennis, 1966:81).
Planned change was a d e lib e ra te  attempt to influence the natural 
course of events; i t  was the a l te rn a t iv e  to evolution and chance. The 
goal of planned change was to " a l te r  outcomes, to accomplish 
something--such as organ izational success--that w i l l  not occur on i ts  
own" (Kilmann, 1984a:59).
The ongoing cycle fo r  planned change (Figure 5) id e n t i f ie d  the six  
phases th a t  achieved each step in organizational improvement:
(1) needs were diagnosed, (2) support was obtained, (3 )  s tra teg ies  were 
id e n t i f ie d ,  (4 ) actions were prescribed, (5 )  plans were implemented, 
and (6) resu lts  were evaluated. Movement from one phase to the next 
did not take place u n t i l  the previous phase was completed. Any 
incompleted phase eventually  became a weak l in k  in the organizational 
structure . Therefore, i t  was essentia l th a t  the change process was 
controlled to ensure that each phase was conducted properly and 
thoroughly before proceeding to the next phase ( I b i d . ,  p. 60).
A Summative View of a Model fo r  Change 
The fo llow ing key elements were presented in a model fo r  change 
w ithin  a school d i s t r i c t :
1. Three-dimensional th inking was necessary to id e n t i f y ,  analyze, 
and nurture the complex human element w ith in  an organ ization .
2. Lasting change was time-consuming and required an in tegrated ,  
sequential e f f o r t  in key concept areas to form a so lid  organizational 
structure.
127
3. An ongoing cycle fo r  planned change id e n t i f ie d  the necessary 
phases required to achieve each step in organizational improvement.
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CHAPTER 5 
In Summary
Review of the Developmental Study
The purpose of th is  study was to develop an integrated program fo r  
e f fe c t iv e  organizational change w ith in  a school d i s t r i c t  involving  
s t a f f ,  student and c i t iz e n  p a r t ic ip a t io n .
The study addressed the follow ing questions:
1. What organizational factors acted as b arr ie rs  against or 
channels fo r  f a c i l i t a t i n g  planned change?
2. What e f fe c t iv e  methods were in tegrated fo r  accomplishing 
planned change?
3. How were s t a f f ,  students, and c it iz e n s  involved and in te r ­
re la ted  in the planning and changing processes?
4. What were the sequential steps and re la ted  time lines fo r  
i n i t i a t in g  and achieving planned change?
5. What human resources were required fo r  the implementation of  
e f fe c t iv e  organizational change?
6. How were the integrated methods fo r  planned change evaluated?
The questions were resolved in the fo llow ing manner:
1. Several concepts and techniques p ert in en t to s tra teg ic  
planning and in harmony with systems theory were examined and applied  
to educational planning.
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2. Nationwide data perta in ing  to educational planning and 
organizational change were surveyed from a v a r ie ty  o f h is to r ic a l  and 
current sources.
3. Human elements of an organization th a t  can act as barriers  
against or channels fo r  f a c i l i t a t i n g  planned change were reviewed.
4. E f fe c t iv e  current practices fo r  implementing p a r t ic ip a t iv e
i
management and decision making, as well as community involvement, were 
presented.
5. Leadership requirements fo r  the implementation o f e f fe c t iv e  
organizational change were discussed.
6. An integrated program fo r  e f fe c t iv e  organizational change 
w ith in  a school system involving s t a f f ,  students, and c it ize n s  was 
developed.
7. Included in an integrated approach to planned change were 
methods fo r  app lication  and evaluation of the process. A handbook was 
developed fo r  use by school systems as an aid to implementation and 
formative evaluation o f the planning model presented.
Conclusions
1. The need fo r  planned change to improve performance and 
increase p rodu ctiv ity  w ith in  a school system was demonstrated.
2. Current trends were c a re fu l ly  analyzed to help school systems 
present a more accurate forecast upon which to base educational 
programs.
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3. The importance o f p a r t ic ip a t io n  by stakeholders in both the 
in te rn a l and external environments o f  a school system was c lea r ly  
established.
4. The implementation of a structure  fo r  s tra te g ic  planning, even 
when accompanied by some form o f p a r t ic ip a t iv e  decision-making, was not 
s u f f ic ie n t  to ensure the improvement of organizational performance 
unless complex human elements w ith in  a system were also addressed.
5. Three-dimensional th ink ing  created the foundation of an 
in tegrated program fo r  e f fe c t iv e  organizational change as i t  
id e n t i f ie d ,  accepted, and nurtured the complex human elements w ith in  
a school system.
6. Lasting change was time-consuming and required an in tegrated ,  
sequential e f f o r t  in key concept areas to form a so lid  organizational 
structure .
7. An ongoing cycle fo r  planned change id e n t i f ie d  the necessary 
phases required to achieve each step in organizational improvement.
Recommendations fo r  Further Study
Based upon the conclusions of th is  study, recommendations fo r  
fu r th e r  study included the fo llow ing topics:
1. The e f fe c t iv e  use o f  external consultants in implementing an 
in tegrated approach to planned change w ith in  a school system.
2. An analysis of gains in student achievement as part of an 
in tegrated approach to planned change w ith in  a school system.
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3. The co rre la t io n  between successful incentive  programs and 
e f fe c t iv e  implementation o f an in tegrated approach to planned change 
w ith in  a school system.
4. A union-management c o l le g ia l  model as a basic component o f  an 
in tegrated approach to planned change w ith in  a school system.
5. The long-term effectiveness o f community advisory councils  
operating w ith in  the c o n t e x t  o f  a n  in tegrated approach to planned 
change w ith in  a school system.
6. The ro le  of an educational foundation in the implementation of  
an in tegrated approach to planned change w ith in  a school system.
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THE
FORMATIVE EVALUATION PROCESS 
IN THE
CLARK COUNTY SCHOOL DISTRICT 
COMPREHENSIVE MASTER PLAN 
FOR
EXCELLENCE IN EDUCATION
PURPOSE
C la r i fy  fo r  a l l  concerned the values, data , and other considerations  
addressed in long-range planning fo r  public education.
GOAL
Achieve s ig n if ic a n t  educational gain through a carefu l process which 
builds understanding, e l i c i t s  cooperation, and fosters  commitment on 
the part o f community, s t a f f ,  students, and lawmakers.
RATIONALE
--Formative evaluation provides information upon which to base decisions 
during the long-range planning.
- - I t  is an ongoing part of planning and contributes most when established  
at the beginning o f  the process.
--Formative evaluation is based upon sound data which a l l  involved can 
understand, sound values which a l l  involved share, and systematic 
deliberations in which a l l  have a p a r t .
--The more thorough the formative eva lua tion , the b e tte r  the end results  
w il l  be.
PROCESS
1. Define purpose, goals, and standards fo r  long-range planning.
--D e fin e  the purpose and goals in the comprehensive master plan 
process (see master plan boo k le t) .
--Analyze the d i s t r i c t 's  Statement of Educational Princip les and 
Elements of Quality as a basis fo r  evaluating decision making.
- -E s ta b lish  common organizational s tructures , operating procedures, 
and reporting standards fo r  each subcommittee.
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2. Id e n t i fy  areas of concern.
- -C a tegorize  major areas o f concern into subcommittee t i t l e s .
- - L i s t  broad descriptors under each subcommittee to serve as a 
s ta r t in g  point fo r  de fin ing  s p e c if ic  areas of concern.
- - In tro d u ce  a method fo r  reaching decision consensus w ith in  each 
subcommittee; u t i l i z e  th is  method with each subsequent process 
step.
- -D e fin e  s p e c if ic  areas o f  concern to be addressed by each 
subcommittee; recognize a r e a l i s t i c  c u to f f  point determined 
by the time frame.
--Share s p e c if ic  areas of concern with members o f corresponding 
reaction  committees; address an analysis o f t h e i r  reactions.
3. Review ex is t in g  conditions .
--G ather data pert inent to the current status o f s p e c if ic  areas 
o f concern w ith in  the d i s t r i c t .
— Place the current data i n  perspective by reviewing the d i s t r i c t 's  
h is to ry  in spec if ic  areas o f concern.
--Review what is happening in other states (as fe a s ib le )  regarding  
s p e c if ic  areas o f concern.
--Adapt the study group concept w ith in  the subcommittee as part of  
the process fo r  reviewing ex is t in g  conditions.
--Share a summary o f ex is t in g  conditions perta in ing  to spec if ic  areas 
of concern with members of corresponding reaction committees; 
address an analysis o f t h e i r  reactions.
4. Forecast fu tu re  needs w ith in  areas of concern.
— Examine the ten megatrends theorized by John N a is b it t  in his book, 
Megatrends.
--Forecast fu ture  local educational trends determined by analyzing  
d i s t r i c t  projections and the megatrend theories as applied to 
education.
— Employ the force f i e ld  analysis technique (Northwest Regional 
Educational Laboratory, Portland , Oregon) in assessing local 
educational forecasting .
l bO
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--Share a forecast of fu tu re  local educational trends perta in ing  
to spec if ic  areas of concern with members of corresponding 
reaction committees; address an analysis of th e i r  reaction .
5. C la r i fy  the d i s t r i c t 's  values and c r i t e r i a  a t  the subcommittee
le v e l .
--Review the master plan purpose and goals, as well as the 
d i s t r i c t 's  statement of educational p r in c ip les  and elements of 
quali t y .
- -R e f in e ,  d i s t i l l ,  and condense the l is te d  statements as needed 
into a set of c r i t e r i a  against which the areas of concern can be 
screened.
- -V a lid a te  the adequacy o f the c r i t e r i a  as a measure fo r  d iscrep­
ancy between ex is t in g  and desired conditions.
6. Determine desired conditions w ith in  each area of concern.
--Screen spec if ic  areas of concern against the c la r i f i e d  set of  
c r i t e r i a  developed.
- - L i s t  those desired conditions which emerge as a re s u lt  of th is  
evaluation process.
7. Id e n t i fy  discrepancy between what is desired and what e x is ts .
- - L is t  needs in each s p e c if ic  area of concern.
8. Determine correc tive  action required to e lim inate  or lessen the
di screpancy.
--Assess how to meet needs in each sp e c if ic  area of concern.
- -P ro je c t  human and m ateria l resources required to meet needs.
--Record each s p e c if ic  assessment of needs and the corresponding 
id e n t i f ic a t io n  process on a separate subcommittee report form.
--Share the method o f id e n t ify in g  desired conditions and the 
correc tive  actions required to meet those conditions with  
members of appropriate reaction committees; address an 
analysis of th e i r  reactions.
l b l
9. Incorporate the proposed correc tive  actions of a l l  subcommittees
into one composite (d is tr ic t  proposal.
- - P r i o r i t i z e  in the indiv idual subcommittees each of the correc­
t iv e  actions developed.
--Share a l l  p r io r i t iz e d  subcommittee corrective  action proposals 
at a meeting of the steering committee.
— U t i l i z e  a decision consensus method to design one composite 
proposal.
10. Va lidate the composite proposal b,y public reac tio n .
--Design a visual presentation which summarizes and analyzes the 
composite proposal and i ts  developmental process.
--Share a visual and verbal presentation of the composite proposal 
at a meeting of the to ta l  advisory committee.
--Share the composite proposal with members of a l l  reaction  
committees; address an analysis of th e i r  reactions.
--Share a visual and verbal presentation of the composite proposal 
at a te lev ised  town hall meeting; s o l i c i t  o n -a ir  telephone ca lls  
and responses from those present.
11. Translate a refinement of the composite proposal in to  a comprehen­
sive set of recommendations.
--Assess w rit ten  responses from members of reaction committees and 
from those attending the town hall meetings.
- -R efine  the composite proposals to meet a standard format with the 
assistance of w rite rs  from each subcommittee.
--Assemble and p r in t  the comprehensive master plan recommendations; 
disseminate the printed recommendations to the subcommittees and 
community at large.
12. Present the comprehensive master plan recommendations to the Board
of School Trustees fo r  a c t io n .
--Hold open hearings for public discussion and input regarding  
master plan recommendations.
--Request the Board of School Trustees to determine which recom­
mendations w i l l  be adopted fo r  implementation by the school 
d i s t r i c t .
MEGATRENDS AND MASTER PLANNING
—FORECASTING FOR THE FUTURE—
MEGATREND 1: From an Industrial society to 
an Information society. Today 55% of American 
workers process data and information. One 
estimate predicts that by 1985, 75% of ail job3 
will involve computers. The resource in the 
information society is knowledge.
Effect on Education: Basic skills in English 
and math are critically needed. Funding will 
be needed to finance: teaching basic skills 
(more teachers), attracting and keeping top 
teachers, and purchasing and operating com­
puters. Look at more time on task (more effi­
cient use of time, longer day, longer year).
MEGATREND 2: From forced technology to 
high tech/hlgh touch. This trend symbolizes 
the need for balance between the material 
wonders of technology and the spiritual de­
mands of human nature. The more high tech­
nology there is, the more the need for "human 
touch" is emphasized.
Effect on Education: There will be a focus on 
the unique and individual needs, ideas, and 
participation of both employees and students. 
This trend will affect employee-management 
relations at all levels: it will emphasize par­
ticipation in management and a partnership 
approach rather than an "opponent” approach 
in problem solving.
MEGATREND 3: From a national economy to 
a world economy. Increasingly, Americans are 
dependent upon the products of other coun­
tries. All worldwide economies act and react 
on a continuing basis. The U.S. must keep its 
technical and competitive advantage in com­
puters if we take advantage of new worldwide 
markets.
Effect on Education: There will be an increased 
emphasis on foreign language study and com­
puter technology classes at an earlier age. 
This will combine with an increased emphasis 
on basic math and language development as 
a required foundation. More time on task will 
be required (look at more efficient use of time, 
longer day, longer year).
MEGATREND 4: From short term to long term.
Rewards have traditionally been short-term, 
sacrificing the future to make this year look 
better. However, long-term planning is becom­
ing a familiar theme in many successful busi­
ness circles—especially in those operating 
within worldwide markets. People are becom­
ing more sensitive to the long-range effects of 
their short-term actions.
Effect on Education: Long-range planning for 
districts, a study of megatrends and future 
needs, and an emphasis on a unified approach 
to K-12 curriculum are all examples of valuing 
a long-term view. The trend will lead to a more 
professional partnership role in employee- 
management relations.
MEGATREND 5: From centralization to decen­
tralization. There is a demand for greater 
bottom-up participation in policy-making. 
President Reagan's plan to convert federal 
grant programs to broad block grants spent 
as the state sees fit is one example. Because of 
a long tradition of local control, education is 
a natural issue for local participation.
Effect on Education: Local citizens will have 
more to say about funding requests. Districts 
will become increasingly accountable to the 
public. The end product will be looked at care­
fully, as well as the accuracy in measuring the 
quality of that product. Citizen participation 
in the master plan is an example of local in­
volvement.
MEGATREND 6: From Institutional to self- 
help. For decades, institutions such as the 
government and school systems have been 
buffers against life’s hard realities. Americans 
are reclaiming their traditional sense of self- 
reliance. Private citizens are making up the 
slack in funds and community services.
Effect on Education: Fund raising, booster 
clubs, and parent organizations will flourish. 
Look for volunteers increasing in classes and 
programs. Educators will take some funding 
proposals to individual citizens and compa­
nies. These efforts will show an emphasis on 
community values for education and should 
prove helpful in acquiring legislated funding.
MEGATREND 7: From representative democ­
racy to participatory democracy. Participatory 
democracy is spreading bottom-up across 
America. The guiding principle is that people 
must be a part of the process of arriving at 
decisions that affect their lives. Being part of 
the planning process does not mean control­
ling its outcome. It does mean having access 
to the decision long before it is finalized.
Effect on Education: Community and staff in­
volvement in the master plan process is an 
example. A professional partnership (instead 
of opponents' roles) in employee-management 
relations is part of this trend. Parent organi­
zations will seek more meaningful input into 
local school decisions.
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MEGATREND 8: From hierarchies to net­
working. Networks exist to foster self-help, 
to exchange information, to change society, 
to improve productivity and work life, and to 
share resources. A network is the first step 
of a community or employee self-help group 
to oppose a rigid hierarchical structure in an 
organization. Networking suggests more infor­
mality, equality, and bottom-up participation. 
Effect on Education: With more technology 
in schools, there is an increasing need for 
human interaction. As a school district admin­
istration adopts more of a networking style 
of management (nurturing one another, infor­
mality, equality, bottom-up participation), it 
will create more effective partnerships with 
staff and community members.
MEGATREND 9: From north to south. There 
has been a massive shift of population, wealth, 
and economic activity from North to South 
nationwide. This trend is tied to three other 
megatrends: (1) industrial to information soci­
ety, (2) national to a global economy, and (3) 
centralized to decentralized society. Each 
trend is related.
Effect on Education: These same factors affect 
Nevada’s economy. The available tax dollar is 
not Increasing as fast in Nevada as the grow­
ing need for funding. Long-range educational 
planning must be supported by staff and 
community involvement. The focus must be 
on the biggest return for the dollar.
MEGATREND 10: From elther/or to multiple 
option. There are more opportunities for 
choice in the lives of Americans than ever 
before. Fashion, entertainment, eating habits, 
and religion all offer multiple options for 
meeting needs and desires. Americans can 
choose to highly individualize their life styles. 
Effect on Education: Local citizens have the 
right to determine local educational needs. 
National conditions might vary locally. Special 
emphasis schools, where students study spe­
cialized areas in depth, are an example of 
multiple options. Employee benefits can have 
multiple options when computerized.
John Naisbitt, Megatrends: Ten New Directions Transforming Our Lives (New York: Warner Books, 1982). 
Effect on Education: CC SD  analysis of Megatrends
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OUR MISSION
Help all students reach their individual potential for lifelong learning.
W A Y S  TO A C H IE V E  FT
1. Ensure effective use of time, tools, facilities, and people to provide students with 
productive educational opportunities.
2. Foster a spirit of united purpose and equal worth among all school district employees.
3. Build partnerships between the schools and the community.
4. Promote legislation which enables the accomplishment of the above.
W H A T  W E  V A L U E
Students, parents, staff, and community members must understand and be committed to 
a set of com m on educational values if we hope to achieve our mission. In the Clark County 
School District, we’re proud to  please.
We value people. We respect individuals and treat them with dignity. Whether they are 
students, staff, parents, or other community members, people are our most important asset
We value learning. Curiosity and a desire to understand lead to discovery, knowledge, 
and skill. As people at any age grow in ability, they feel good about themselves. Their 
successes guide the way to further discoveries and lifelong learning.
We value excellence. Remarkable things happen when we expect the best from people. 
We get the best they have to offer. Excellence sets a standard. It builds pride in achievement, 
yet it urges us on to greater performance.
We value action. People who continually try, experiment, and take risks become the doers. 
Action emphasizes the doable. It focuses on results. Thinking without doing is incomplete; 
action must follow planning.
We value service. Sharing time, talents, and energy creates a spirit of cooperation and 
excitement. As people go the second mile through service, they give their very best Everyone 
benefits when we willingly respond to the needs of others.
We value enthusiasm. Enthusiastic people have found the key to their full potential. 
Enthusiasm is contagious. It unlocks energy as it builds determination and commitment.
It is as essential for success as talent and skill.
We value:
P eople;
L earning;
Excellence; “W e’re proud to please!”
Action;
Service; — Robert E. Wentz
E  nthusiasm. Superintendent of Schools
APPENDIX
B
156
Building S ta f f  Morale
George Mason U nivers ity  conducted a recent study o f  employees' 
responses to "What they want from t h e i r  jobs ,"  and management's 
conception o f "What employees want from th e ir  jobs ."  Note the 
s tr ik in g  misconception on the part o f  management: The f i r s t  thing
desired by workers was " fu l l  apprecia tion  fo r  work done," while  
management thought the f i r s t  thing desired was "good wages".
WHAT WORKERS WANT FROM THEIR JOBS
Employees Management
Rank Rank
Full Appreciation fo r  Work Done 1 8
Feeling "in" on Things 2 10
Sympathetic Understanding of  
Personal Problems 3 9
Job Security 4 2
Good Wages 5 1
In te re s t in g  Work 6 5
Promotion and Growth with Company 7 3
Management Loyalty to Workers 8 6
Good Working Conditions 9 4
Tactfu l D isc ip lin ing 10 7
ANALYSIS:
Employee morale is founded on a fe e l in g  o f s e lf -w o rth ,  
recognition fo r  a job well done, comfort with evaluation methods, 
and a fe e l in g  of being included in deciding how his or her work is 
to be performed or changed. To ignore th is  is to create a climate  
of stress.
Prepared from a s im ila r  report o f  the George Mason Un ivers ity  
Studies reported by Pat W eiler in Lighting the F ire :  A Process fo r
Building S ta f f  Morale and Excellence^ A rling ton , V irg in ia :
National School Public Relations Association, 1984, p. 9.
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Communication Is a Key to Motivation
A 1982 survey o f 32,000 employees in 26 corporations in the 
United States and Canada produced c r i t i c a l  information fo r  school 
adm inistrators in terested in improving th e ir  communications with  
s t a f f  and resu lt ing  s t a f f  m otivation.
From the described survey, the following chart i l lu s t r a te d  the 
differences between employees' preferred methods fo r  receiving  
information about th e i r  organization and current methods fo r  
receiving information.
EMPLOYEE PREFERRED AND CURRENT MAJOR SOURCES 
FOR RECEIVING ORGANIZATIONAL INFORMATION
Sources of Ranking o f Ranking of
Information Preferred Current
Major Sources Major Sources
My immediate supervisor 1 1
Small group meetings 2 4
Top executives 3 11
Employees handbook/other 
brochures 4 3
Local employee publication  5 8
O rientation  program 6 12
Organization-wide employee
pub lication 7 6
Annual s ta te -o f - th e  business
report 8 7
B u lle t in  boards 9 5
Upward communication program 10 14
The union 11 9
Mass meetings 12 10
Audio-visual programs 13 15
Mass media 14 13
The grapevine 15 2
Prepared from a s im ila r  report of the United States/Canada 1982 
survey reported by Pat Weiler in Lighting the F ire : A Process fo r
Building S ta f f  Morale and Excellence. A r lin g to n , V irg in ia :  
National School Public Relations Association, 1984, p. 8.
HERZBERC'S MOT I VATION-HYGIENE THEORY
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A CLASSIC PROFILE OF MOTIVATORS AND HYGIENE FACTORS IN AN ORGANIZATION
HYGIENE (K ITA FACTORS)* MOTIVATION (GROWTH FACTORS)
JOB DISSATISFACTION JOB SATISFACTION
EXTRINSIC TO JOB INTRINSIC TO JOB
COMPANY POLICY AND ADMINISTRATION
SUPERVISION
INTERPERSONAL RELATIONSHIPS
WORKING CONDITIONS
ACHIEVEMENT
RECOGNITION
WORK ITSELF
RESPONSIBILITY
ADVANCEMENT
GROWTH
SALARY**
STATUS
SECURITY
1 .  F a c to r s  in v o lv e d  in  p ro d u c in g  jo b  s a t i s f a c t i o n  (and m o t i v a t i o n )  a r e  s e p a r a te
and d i s t i n c t  from t h e  f a c t o r s  t h a t  lead  t o  jo b  d i s s a t i s f a c t i o n .
2 .  The o p p o s i te  o f  j o b  s a t i s f a c t i o n  is  not jo b  d i s s a t i s f a c t i o n ,  but  no jo b
s a t i  s f a c t i  on.
3 .  S i m i l a r l y ,  th e  o p p o s i te  o f  jo b  d i s s a t i s f a c t i o n  i s  n o t  jo b  s a t i s f a c t i o n ,  but
no jo b  d i s s a t i s f a c t i o n .
*  Avoidance o f  p a in !
* *  Because o f  i t s  u b i q u i t i o u s  n a t u r e ,  s a l a r y  commonly shows up as a m o t iv a t o r  
as w e l l  as h y g ie n e .  A lth o u g h  p r i m a r i l y  a h yg ie n e  f a c t o r ,  i t  a ls o  o f t e n  
t a k e s  on some o f  t h e  p r o p e r t i e s  o f  a m o t i v a t o r ,  w i th  dynamics s i m i l a r  to  
th o s e  of r e c o g n i t io n  f o r  ach ievem ent.
H e r z b e r g ,  F r e d e r i c k .  "One More Time: How Do You M o t iv a t e  Employees?" H a rv a rd  Business
R ev iew , J a n u a ry -F e b r u a r y  1968 .
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THE EIGHT MOTHERHOODS OF EXCELLENCE
The fo llow ing motherhoods are a t tr ib u te s  that characterize  
e x c e lle n t ,  innovative organizations:
1. A Bias fo r  Action . Excellent organizations, when faced 
with a problem, attack i t .  Rather than u t i l i z in g  
committees, they are more apt to take 10 senior s t a f f ,  
put them in a room fo r  a week, and keep them there u n t i l  
a solution  is forthcoming.
2. Close to the C l ie n t . Very good organizations learn from 
the people they serve. They l is te n  in te n t ly  and 
re g u la r ly .
3. Autonomy and Entrepreneurship. Excellent  
organizations give freedom and au thority  to th e i r  
subunits. They encourage r is k -ta k in g  and support 
good t r i e s .
4. P roductiv ity  through People. The exce llen t organizations  
respect the in d iv id u a l.  Although a simple concept, i t  
occupies a major portion of management's time.
5. Value Driven. Excellent organizations s t ic k  to th e ir  
values (philosophies) consis ten tly . This is more 
important than organizational s tructure , innovations and 
tim ing.
6. Stick to the K n it t in g . Keep to the business you know.
Do not expand away in to  other areas.
7. Simple Form, Lean S t a f f . Keep structure e legantly  
simple. Top-level s ta f fs  are lean.
8. Simultaneous Loose-Tight Properties . Excellent  
organizations are both cen tra lized  and decentra lized .
Peters, Thomas J. & Robert H. Waterman, J r .  In Search of 
Excellence. New York: Harper & Row, 1982.
THE ART OF JAPANESE MANAGEMENT AND THE SEVEN 
S ’S
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THE ART OF JAPANESE MANAGEMENT 
IS DIFFERENT FROM AMERICAN 
MANAGEMENT METHODS
I t ' s  a m a t t e r  o f  th e  Seven S ' s .
Western Companies have tend ed  to  
f a v o r  th e s e  t h r e e  S 's  
S t r a t e g y  
S t r u c t u r e  
Systems
When an Am erican manager w ants t o  
make changes ,  th e  odds a r e  t h a t  h e ' l l  
r e o r g a n iz e  s t r u c t u r e ,  in t r o d u c e  a new 
s t r a t e g i c  d i r e c t i o n ,  and impose a new 
c o n t r o l  system .
Our emphasis  on th e  f i r s t  t h r e e  S 's  
produces an a r i d  w o r ld  in  which  
n o th in g  i s  a l i v e .  An o r g a n i z a t i o n  
i s  o f t e n  g iv e n  i t s  l i f e  th rou g h  th e  
s o f t  S ' s :
S t a f f  
S k i l l s  
S t y l  e 
S u p e r o r d in a te  C o als
The tremendous success o f  many 
Japanese companies comes th rou gh  
m e t ic u lo u s  a t t e n t i o n  to  t h e  s o f t  
S ' s ,  which a c t  as a l u b r i c a n t  in  
th e  o r g a n i z a t i o n  machine t o  keep  
th e  hard  S ' s  from g r in d in g  one 
a n o th e r  away.
S t r a t e g y
S t r u c t u r e
Systems
S t a f f
S ty l  e
S k i l l s
S u p e r o r d i  n a t  
C o a ls
S t a f f - S u p e ro rd i  n a te
S t y l e
S t r u c t u r e Systems
The Seven S 's
P la n  o r  course  o f  a c t io n  
l e a d in g  to  th e  a l l o c a ­
t i o n  o f  a f i r m ' s  s c a rc e  
r e s o u r c e s ,  over t i m e ,  to  
reach  i d e n t i f i e d  g o a ls .
C h a r a c t e r i z a t i o n  o f  th e  
o r g a n i z a t i o n  c h a r t  
( i . e . ,  f u n c t i o n a l , 
d e c e n t r a l i z e d ,  e t c . )
P r o c e d u r a l i z e d  r e p o r ts  
and r o u t i n i z e d  processes  
such as m eeting  f o r m a t s .
"Dem ographic" d e s c r ip ­
t i o n  o f  im p o r ta n t  
p erson n e l  c a t e g o r ie s  
w i t h i n  t h e  f i r m  ( i . e . ,  
e n g in e e r s ,  e n t r e p r e ­
n e u rs ,  M .B .A .s ,  e t c . ) .  
" S t a f f "  i s  n o t  meant in  
l i n e - s t a f f  te rm s .
C h a r a c t e r i z a t i o n  o f  how 
key managers behave in  
a c h ie v in g  th e  o r g a n i ­
z a t i o n ' s  g o a ls ;  a ls o  th e  
c u l t u r a l  s t y l e  o f  th e  
o rg a n i  z a t i o n .
D i s t i n c t i v e  c a p a b i l i ­
t i e s  o f  key p ersonne l  o r  
th e  f i r m  as a w h o le .
o r  g u id in g  concepts  t h a t  
an o r g a n i z a t i o n  imbues 
in  i t s  members.
S t r a t e g y -
P a s c a le ,  R ic ha rd  Tanner and Anthony G. A th o s .  The A r t  o f  Japanese Management. 
New Y o rk :  Warner Books, 1982.
THEORY Z
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THREE TYPES OF ORGANIZATIONS
1. Type A Organizations: demonstrate fo rm a li ty ,  d istance, and
contractual ism at the expense o f  intimacy, s u b tle ty ,  and t ru s t .
2. Type J O rganizations: represent an adaptation to conditions
of homogeneity, s t a b i l i t y ,  and co llec t iv ism  where ind iv idual  
behaviors mesh in tim a te ly  together. (Japanese)
3. Type Z O rganizations: maintain th a t  managers and th e i r
subordinates need not necessarily  work harder; instead , the 
mechanisms o f  coordination between them must be more attuned 
to sub tle ty  o f re la t io n s  th a t  are essentia l to t h e i r  jo in t  
p ro d u c tiv ity .
HOW TO CHANGE FROM TYPE A TO TYPE Z
1. Understand the Type Z organization and your ro le .
2. Audit your o rgan iza tion 's  philosophy.
3. Define the desired management philosophy and involve the leader.
4. Implement the philosophy by creating  both structures and 
in cen tives .
5. Develop interpersonal s k i l l s .
6. Test y o u rs e lf  and the system.
7. Involve the union.
8. S ta b i l iz e  employment.
9. Decide on a system fo r  slow evaluation and promotion.
10. Broaden career path development.
11. Implement f i r s t  a t the highest le v e l .
12. Seek a v a r ie ty  of ways to implement a t  the lowest le v e l .
13. Permit the development of h o l is t i c ,  e g a li ta r ia n  
re la t io n s h ip s .
Summary
1. Going from A to Z reaches down to touch every worker in every 
o f f ic e  and p lan t a f te r  perhaps 10 to 15 years o f sustained 
e f f o r t .
2. Once begun, the process of p a r t ic ip a t iv e  management is la rg e ly  
s e lf -s u s ta in in g  because i t  appeals to the basic values of a l l  
employees.
3. The process promotes greater p rodu ctiv ity  and e f f ic ie n c y  
through b e tte r  coordination and w i l l  f lo u r ish  unless 
in te n t io n a l ly  stopped by a disenchanted or threatened union or 
by top management.
Ouchi, W illiam . Theory Z: How American Business Can Meet the
Japanese Challenge"! Menlo Park, C a li fo rn ia :  Addison-Wesley, 1981.
TEN HIGHEST RANKED CHARACTERISTICS 
OF A PARTICIPATIVE LEADER
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Rank CHARACTERISTIC
1 Gives subordinates a share in decision-making.
2  Keeps subordinates informed of the true s i tu a t io n ,
good or bad, under a l l  circumstances.
3 Stays aware o f the s ta te  of the organ ization 's  
morale and does everything possible to make i t  high.
4 Is ea s ily  approachable.
5 Counsels, t ra in s ,  and develops subordinates.
6 Communicates e f fe c t iv e ly  with subordinates.
7 Shows thoughtfulness and consideration o f others.
8 Is w i l l in g  to make changes in ways o f  doing things.
9 Is w i l l in g  to support subordinates even when they
make mistakes.
10 Expresses appreciation when a subordinate does a 
good job.
Greiner, L.E. "What Managers Think o f P a r t ic ip a t iv e  Leadership."
Harvard Business Review, 51 (March-Apri1, 1973), p. 114.
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QUALITY CIRCLES
I .  THE BASICS
1 .  Q u a l i t y  c i r c l e s  a r e  groups o f  p eo p le  who meet on a r e g u la r  b a s is  and v o lu n t e e r  to  
deal w i th  problem s t h a t  th e y  have some chance o f  c o n t r o l l i n g  o r  f i x i n g .
2 .  T h e i r  t a s k  i s  n o t  o n ly  t o  i d e n t i f y  problem s b u t  t o  a n a ly z e  and p r o v id e  a recom­
mended s o l u t i o n .
3 .  The work o f  t h e  group i s  most e f f i c i e n t  and e f f e c t i v e  i f  i t  i s  d e f in e d  by a common 
i n t e r e s t .
A. To en su re  p a r t i c i p a t i o n  by a l l ,  t h e  s i z e  o f  t h e  group may range from a minimum of  
t h r e e  t o  a maximum o f  1 2 .
5 .  M ee t ing  on a r e g u l a r  b a s is  h e lp s  en s u re  p ro g r e s s .  The m eet ing  t im e  ( u s u a l l y  one
hour p er  week) co u ld  be a r rang ed  f o r  a f t e r  school h o u rs .
6 .  The group must f u n c t i o n  as a v o l u n t e e r  o r g a n i z a t i o n .  Members must b e l i e v e  t h e i r  
p a r t i c i p a t i o n  makes a d i f f e r e n c e .
I I .  STARTING UP
1 .  Top management must u n d ers tan d  and f u l l y  s u p p o rt  th e  q u a l i t y  c i r c l e  c o n c e p t .
Agree t o  s t a r t  s m a l l ,  use a few p i l o t  c i r c l e s ,  and th en  t e s t  t h e  concept  w i t h i n
th e  t o t a l  system .
2 .  Use a t r a i n e d  f a c i l i t a t o r .  Develop an a c t i v e  s t e e r i n g  com m ittee  t h a t  e s t a b l i s h e s  
g u i d e l i n e s  f o r  o p e r a t i o n .
3 .  P ro v id e  p r o b le m - s o lv in g  t r a i n i n g  f o r  members. Ensure t h a t  t h e i r  p a r t i c i p a t i o n  is  
v o lu n t a r y  and t h a t  r e c o g n i t io n  f o r  t h e i r  e f f o r t s  i s  m e a n in g fu l .
I I I .  THE CROUP PROCESS
1 .  I d e n t i f y  problems
2 .  S e l e c t  a problem
3 .  C o l l e c t  d a ta
A. A n a lyze  d a ta
5 .  P re p a re  a f i n a l  p r e s e n t a t i o n :
—  Implement p la n  f o r  proposed s o l u t i o n
—  C o n s id e r a t io n  o f  p o s s ib le  r e s u l t s  o f  proposed changes
—  Methods f o r  m easu ring  r e s u l t s
6 .  P re s e n t  t o  management f o r  re v ie w  and d e c is io n  (a p p ro v e ,  re q u e s t  m o d i f i c a t i o n ,  or 
di sapprove)
7 .  Implement approved recommendation.
L in d n e r ,  J a c k .  " R e p la c in g  'L i p  S e r v ic e '  w i th  P a r t i c i p a t i o n . "  The School A d m i n i s t r a t o r ,
March 198A, pp. 1 0 -1 A .
164
THE FUNCTION OF TEAMS
Team Management Is
1. A way of c o n tro l l in g  respon­
s i b i l i t y  through p a r t ic ip a ­
t iv e  management ra ther  than 
u n ila te ra l  decisions.
2. A method which requires  
compromise and respect fo r  
other opinions in reaching 
a group decision.
3. A way ind iv idua ls  can p a r t i c i ­
pate in a group decision.
4. A way o f resolving c o n f l ic t in g  
a tt i tu d e s  and b e l ie fs .
5. Encouraging a group to c o n tr i ­
bute th e i r  ideas to the ch ie f  
adm in is tra tor 's  or board's 
f in a l  decision or action .
6. Co llaborative  th inking in 
resolving problems.
7. A means of g iving those who 
w i l l  be implementing the 
decisions a chance to p a r t i c i ­
pate in making them.
Team Management is Not
1. A giving up of power and 
re s p o n s ib i l i ty .
2. A method whereby every­
one's wishes can be 
accepted and accommo­
dated.
3. A means of g iving every­
one what they want.
4. A way of con tro lling  
people.
5. A way of forcing the 
c h ie f  adm in is tra tor 's  
ideas onto a group.
6. Consolidated management 
in which so le ly  advice 
on problems is 
requested.
7. A means of turning power 
and resp o n s ib il i ty  fo r  
the organization over
to middle managers and 
teachers.
Erickson, Kenneth A. and Walter H. Gmelch. School Management Teams: 
Their S tructure , Function, and Operation. A rling ton , V irg in ia :  
Educational Research Services, In c . ,  1977.
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APPENDIX
C
SCHOOL SYSTEM____________
STRATEGY a n d  STRUCTURE
Incentive Programs
Integrated Planning
Team Building
Management Skills
Group Culture
5 Steps
To Success
5 Steps_____
To Success
"This book is but a d r a f t .  Nay, a d ra f t  of  
Oh, tim e, money, and patience!"
--Herman M e lv i l le
a d r a f t .
5 Steps_____
To Success
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Chapter One 
A MODEL FOR EFFECTIVE ORGANIZATIONAL CHANGE
Chapter 4 o f the d is s e rta t io n  (pp. 117-127) w i l l  be placed here 
as the introductory chapter to the handbook (pp. 1 -11 ) .  I t  w i l l  be 
rew rit ten  in the present tense.
PLEASE NOTE:
These pages not included with 
original material. Filmed as 
received.
See Pages 117-127
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Chapter Two
THE ROLE OF 
THE SUPERINTENDENT AS A LEADER 
IN ACHIEVING PLANNED CHANGE
Top managers are the v i l l a in s  who get blamed fo r  
steering organizations in to  c r ises , and they are the 
heroes who get the c re d it  fo r  rescuing organizations from 
crises . Such blaming and c red it in g  are p a r t ly  
r i t u a l i s t i c ,  but also p a r t ly  earned. Top managers do in 
fa c t  guide organizations in to  crises and in te n s ify  
crises ;  they also h a l t  crises by disclosing opportun­
i t i e s ,  arousing courage, and s t i r r in g  up enthusiasm.
The top managers who in s t ig a te  dramatic turnarounds 
deserve adm iration, fo r  they have accomplished very 
d i f f i c u l t  tasks o f emotional and conceptual leadership. 
Even greater heroes, however, are the top managers who 
keep th e i r  organizations from blundering in to  trouble in 
the f i r s t  place (Nystrom, 1984:64).
As the c h ie f  executive o f f ic e r  of a school d i s t r i c t ,  the 
superintendent is  held responsible by the school board fo r  the 
educational performance and the organizational s t a b i l i t y  of 
the d i s t r i c t .  Within th a t  ro le  the superintendent:
1. helps the board define the d i s t r i c t 's  mission and 
the jobs to be done;
2. devises a strategy to do the jobs;
3. chooses the people who can do the jobs;
4. takes re s p o n s ib i l i ty  fo r  accomplishing the 
mission;
5. se lec ts ,  organizes, and gives leadership to the 
management team;
6. oversees d i s t r i c t  planning, s ta f f  development, and 
incentive  systems;
7. ensures adequate control of finances and 
operations;
8. provides recommendations to the board regarding  
decision making, p o l ic ie s ,  and planning; and
9. serves as the board's agent in a l l  re la tionsh ips  
with the s t a f f  (Genck, 1980:61).
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There is no simple, single solution to the success of a school 
system. Planning fo r  th a t  success is  a complex and integrated  
process, as E l l is  outlines (1980:27):
1. Indiv idual elements that may shape the fu ture  must be 
iso la ted .
2. F lex ib le  action plans must be in i t ia te d  to exp lo it  the 
opportunities th a t  have been uncovered.
3. Adjustments must be made as actual events unfold.
4. Plans must be con tinua lly  monitored and updated.
An integrated approach to planning w i l l  not solve a l l  o f  a
superintendent's concerns, but i t  can help to focus on what the
problems and opportunities a re , E l l is  fu r th e r  emphasizes ( I b i d . ) .
The superintendent is then b e tte r  prepared to consider reasonable
responses and make more accurate projections about the fu ture  than
would otherwise be possible.
The ro le  of the c h ie f  executive o f f ic e r  in planning fo r  change
cannot be over-emphasized, E l l is  stresses:
The key element fo r  successful planning is that you, 
as a manager, must believe th a t  planning is a major 
management function . Without such a commitment, planning 
w i l l  be a meaningless exercise. We believe that the CEO 
should a l lo c a te  a minimum of two-th irds o f  his time to 
s tra te g ic  th in k in g , with the remaining one-th ird  spent on 
day-to-day operations ( I b i d . ,  p. 24).
Other management experts stress the unique personality  t r a i t s
required by a leader to create change w ith in  an organization. Peter
Drucker (1980) believes th a t  harnessing the deep reserve o f  energy
w ith in  the leader and those around him is one of the keys to leading
an organ ization . He asserts:
Whenever anything is being accomplished, i t  is being 
done, I have learned, by a monomaniac with a mission.
E ffec t ive  leaders at any level o f the organization are 
zealous: They might, in f a c t ,  appear driven to outsiders.
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In The Urban School Superintendent o f the Future, Merrow, Foster,
and Estes summarize the important q u a l i t ie s  a superintendent must
e x h ib i t  (1974:69):
To be e f fe c t iv e ,  a superintendent must possess an e x tra ­
ordinary combination o f p o l i t i c a l ,  managerial, communicative, and 
interpersonal s k i l l s .  The superintendent must be a community 
leader; he must understand th a t  school problems are in e x tr ic a b ly  
connected with the problems in other systems, and therefore  are 
insoluble without cooperation.
Tramel and Reynolds (1981) and Zaleznik (1977) note several 
distingu ish ing ch a rac te r is t ics  of natural leaders who are capable of 
achieving planned change w ith in  an organ ization:
1. Leaders are heroes. Their strong sense o f personal mastery 
compels them to d ire c t  a f f a i r s .
2. Leaders use power to influence others' thoughts and actions.
3. They are driven by a grand design and have i n t u i t iv e  flashes  
of ins igh t th a t  lead to dramatic breakthroughs.
4. Leaders seek to profoundly a l t e r  human, economic, and
p o l i t ic a l  re la tionsh ips .
5. The ir sense o f who they are does not depend upon t h e i r  job 
t i t l e s  or o ther social indicators o f  id e n t i ty .
6. Leaders seek r is k  and danger, esp ec ia lly  where opportunity  
and reward appear high.
7. They question established procedures and create new 
concepts.
8. Leaders create excitement and insp ire  co-workers. They want 
r e s u l ts .
9. Leaders are driven by t h e i r  personal goals.
10. They a l t e r  expectations and change the way people th in k .
11. Leaders create ideas instead o f merely reacting to them.
12. They arouse intense fee lings o f  admiration and devotion.
13. Leaders care about people and t h e i r  needs.
14. Leaders derive au thority  from t h e i r  personal re la tionsh ips  
instead o f from th e ir  pos itions .
15. Leaders may be found anywhere w ith in  an o rgan ization , but an 
organization w i l l  not be led with vision unless there is a 
leader in the ch ie f  executive ro le .
As the c h ie f  executive o f f ic e r  o f a school d i s t r i c t ,  a
superintendent must assume major re s p o n s ib i l i ty  fo r  planning e f fo r ts .
According to Duckworth (1984 :8 ),  e f fe c t iv e  functioning in th is  ro le
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demands a broad perspective o f the external environments, an under­
standing o f planning models and processes, and s k i l l  in human 
re la t io n s .
The most important reason fo r  improving s tra teg ies  fo r  planned 
change is to increase student achievement. But is doesn't hurt in the 
meantime to gain a reputation as a leader who makes good things  
happen, urges Knight (1985 :21 ).  By keeping your eyes open to the 
potentia l fo r  change and by pushing yo u rs e lf  and others to exce l,  you 
can channel a s itu a t io n  to b e n e fit  the schools while strengthening  
your own leadership ro le .
John Pope ( I b i d . ) ,  a top adm in is tra tor in southwest Washington 
s ta te ,  puts i t  th is  way: " I  consciously t r y  to see things others
a re n 't  seeing. I look to address c ruc ia l needs I know a re n 't  being 
met."
Thomas J. Peters , co-author o f  In Search o f Excellence, praises 
school leaders who demonstrate a b e l ie f  in the d ig n i ty ,  worth, and 
crea tive  po ten tia l  o f  every person in t h e i r  organ ization . They lead 
those school systems where planned change w i l l  be e f fe c t iv e ,  asserts  
Peters (1984:10):
The successful leader is  not a d e v i l 's  advocate.
You are no longer the cop, re fe re e ,  pronouncer, or 
naysayer--but the cheerleader, the enthusiast, the 
nu rtu re r ,  the coach, the f a c i l i t a t o r .  . . .  I f  the magic 
is  the thousand l i t t l e  things o f q u a li ty  and serv ice ,  
then the magic people are not you and me, but the 
" l i t t l e "  people who do the " rea l"  work. The "rea l"  
people are the people in the classrooms who d e l iv e r  the 
serv ice.
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Extensive research compiled by Fullan (1982:10) shows that the 
support o f the superintendent and the resu lt ing  support o f top 
administrators is c r i t i c a l  fo r  change in school system p ractice . I t  
also shows th a t  general support or endorsement o f a new program or 
idea has very l i t t l e  influence on change in practice  by i t s e l f :
Teachers and others know enough now, i f  they d id n 't  
15 years ago, not to take change seriously unless central  
adm inistrators demonstrate th a t  i t  should be. . . . The 
basic p o in t ,  however, is  th a t  the ch ie f  executive o f f ic e r  
and other key central adm inistrators set the conditions  
fo r  implementation to the extent that they show sp ec if ic  
forms o f support, and ac t ive  knowledge and understanding 
o f the r e a l i t i e s  o f attempting to put a change in to  
p rac t ice .  To s ta te  i t  most ba ld ly ,  the adm inistrator  
a f fe c ts  the q u a li ty  o f implementation to the extent that  
he or she understands and helps to manage the set of  
factors  and the processes ( invo lved).
To achieve planned change w ith in  a school system, i t  is the 
superintendent's crucia l ro le  to develop a "shared v is ion" which 
permeates throughout the organ iza tion , Bennigson stresses (1985:35).  
He fu r th e r  emphasizes th a t  the superintendent must work to develop 
a shared v is ion by: (1 ) being v is ib le ,  (2) communicating the new
strategy to every level o f the o rgan ization , and (3 )  making certa in  
a l l  stakeholders know the "why" behind the change.
Id e n t ify in g  and making changes w ith in  a school system is not a 
one-person show. But as Bennigson (1985:31) points out, i t  is a 
genuine te s t  o f ch ie f  executive leadership and demands a l l  the 
resources the superintendent can marshal to e f fe c t  a systemwide 
adjustment in perceptions and b e l ie fs .
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Chapter Three
THE ROLE OF 
THE SCHOOL BOARD AND THE MANAGEMENT TEAM 
IN ACHIEVING PLANNED CHANGE
With the support and d ire c t io n  of th e i r  school boards, school 
management teams nationwide have set out to achieve planned change. 
Merrow, Foster, and Estes have succinctly  summarized the need (174:70):
The educational system, i ts  subsystems, and a l l  the societa l  
systems th a t  a f fe c t  education are in need of major and minor 
readjustments to each other. The c u lp r i t  is not the 
superintendent, or the school, or 'education .' We are a l l  in 
th is  together.
Paul Houston, Superintendent o f the Princeton (New Jersey)
Regional Schools, has led his school d i s t r i c t  in planning fo r  change.
He o ffe rs  school board members the following advice (1984:13):
As we look to the fu tu re ,  i t  would be well to 
remember the words o f the cartoon character Pogo who 
observed th a t  we are "surrounded by insurmountable 
o pp ortun it ies ."  We can l e t  the fu ture  take us where i t  
w i l l  and hope fo r  the best, or we can prepare to meet 
i t  by planning fo r  i t .  The responsible board w i l l  
choose to plan and would do well to consider using i ts  
own community resources to carry  out the task.
A commitment o f tim e, energy, and resources w i l l  be required,
according to members o f the Tulsa (Oklahoma) School System.
Superintendent Larry Zenke speaks o f  the time-consuming e f f o r t  th a t
w i l l  be required by a l l  involved (Burton, 1984:3):
I t  w i l l  take time to get informed, time to examine 
a l te rn a t iv e s ,  time to formulate solutions to various  
other groups, and time to implement the so lutions. But
17
5 Steps_____
To Success
las t in g  change takes tim e, and i t  is fo r  such las t in g  
solutions which are acceptable to the community and 
which hold promise of s t a b i l i t y  fo r  some time to come, 
th a t  we w i l l  be searching.
Although change is necessary and in e v ita b le ,  human nature res is ts  
change. Arthur Smock, Superintendent of the Birch Run (Michigan) Area 
Schools, discusses the reaction o f others to planned change within a 
system (1984:44):
As we found out, las t in g  change simply does not
occur quickly  or w ithout c o n f l ic t .  Indeed, some 
researchers describe c o n f l ic t  and c r is is  as necessary 
ingredients in bringing about major change. Reform 
always is an uncomfortable process that res is ts  con tro l.
You need to d ire c t  the process, not program i ts  outcome.
Helping to d ire c t  the process fo r  change is the challenge which
faces school boards. Frederic Genck has experienced the challenge of
planning fo r  change as a school management consultant w ith more than
100 d is t r i c t s ,  a fa c u lty  member a t  Northwestern U n ive rs ity 's  Education
and Management Schools, a school board member o f Lake Forest School
D is t r ic t  #67, and the author o f  three books on school management. He
expresses concern fo r  the challenge school boards face as well as fo r
the ro le  which management must play in achieving planned change
(1983:4, 36):
Neither complaining nor sett ing  higher standards 
w i l l  help schools improve, without the in te rna l  
management practices th a t  are required. . . .  I f  boards 
attempt to move toward needed accountab ility  in ways that  
are adversarial and combative in th e i r  re la tionsh ips  with 
administrators and teachers, fu r th e r  decline in 
performance w i l l  r e s u lt .  . . . Overinvolvement is a 
serious problem because school boards cannot function  
e f fe c t iv e ly  on th is  le v e l .  They must learn to delegate  
re s p o n s ib i l i ty  to the management team and hold the 
superintendent accountable fo r  performance.
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Genck fu r th e r  explains tha t educational management is  the to ta l  
process of operating the d i s t r i c t  in such a way th a t  the results  
achieved are in the public in te re s t .  He stresses th a t  administration  
is but one part of tha t management. While the board must establish  
the climate fo r  be tte r  management, the task of making i t  work rests 
with the management team.
Board members, however, should understand the elements of 
management and support the management team as i t  develops a process 
fo r  planned change, notes Genck. This w i l l  occur n a tu ra l ly  i f  the 
ro le  o f a school board is understood and practiced by i ts  members 
as outlined below (1980:16):
1. Develop two-way communication with the superintendent.
2. Establish appropriate and e f fe c t iv e  re la tionsh ips  with:
- -  the superintendent,
- -  the e n t ire  management team,
- -  teachers,
— students, and
— parents.
3. Without in te r fe r in g  in day-to-day operations, obtain and 
use school system data to evaluate d i s t r i c t  performance.
4. Through planning and ap p ra isa l,  ensure th a t  the d i s t r i c t  
meets:
— the educational asp irations o f the community and 
- -  the legal requirements o f the s ta te .
5. Encourage the development o f an organization tha t moti­
vates a l l  s t a f f  and students to give t h e i r  best e f fo r t  
as they achieve the greatest results  possible.
I t  is easy fo r  school board members to become disappointed with  
the concept o f planned change i f  they expect too much to be 
accomplished too soon. I t  can be d i f f i c u l t  to delegate resp o n s ib il i ty  
to the management team and then w ait p a t ie n t ly  to see resu lts  occur. 
However, Hinrichs (1983:40) warns against s im p lis t ic  solutions as he
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convincingly argues fo r  an in tegrated  approach to planned change on 
the part o f management:
I t  seems that American managers s t i l l  haven't 
learned th a t  i f  they 're  r e a l ly  serious about changing 
t h e i r  organizations and enhancing p ro d u c tiv ity ,  they 
c an 't  be s im p lis t ic .  They c a n 't  w i l l y - n i l l y  grab the 
la te s t  gimmick, and they must devote some serious 
thought and e f fo r t  to sustaining any gains. What is 
essentia l is  a systematic assessment of ju s t  what is 
needed. . . . They w i l l  probably have to focus on 
m u ltip le  change e f fo r ts  ra th e r  than counting on the 
quick f i x .  . . . And they w i l l  have to con tinua lly  
monitor and provide tender loving care to nurture any 
innovations and new systems.
With these re s p o n s ib i l i t ie s  and l im ita t io n s  in mind, f iv e  steps 
to success w ith in  a school system have been developed. The need fo r  
an integrated method fo r  planned change is c le a r ;  i t  is time to move 
beyond the band-aid approach. The f in a l  re s p o n s ib i l i ty  rests with the 
school board and the management team to make a commitment to success.
20
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STEP 1
GROUP CULTURE
WHAT IS GROUP CULTURE?
— Group culture  is shared values, behavior, and commitment.
— I t  is  a group's s ty le ,  character, and way o f doing things.
— I t  is  what is w r i t te n  between the lines in the ru le  book. 
- -  Group cu ltu re  is  social energy and e s p r i t  de corps.
WHERE IS GROUP CULTURE?
— Group cu ltu re  is everywhere!
— I t  is  unstated and in v is ib le .
— I t  is  behind the scenes and beneath the surface.
— Wherever the work s i t e ,  group cu ltu re  is  interwoven throughout 
i t s  a c t iv i t i e s .
WHAT DOES GROUP CULTURE DO?
— I t  creates meaning, a c t i v i t y ,  and d ire c t io n  in group l i f e .
— I t  powerfully shapes ind iv idual and group behavior.
— Group cu lture  leads e i th e r  to p ro d u ctiv ity  or to destructive  
a c t io n .
HOW IS GROUP CULTURE FORMED?
— The cu lture  is based on the school system's actual mission and what 
is required fo r  success.
— Members f ind  out f i r s t  what the system says i t  expects.
— Members then decide what the school system r e a l ly  wants by what i t  
rewards.
— I f  there is a double standard, members develop the necessary 
norms (unwritten rules o f  behavior) to survive and prosper.
HOW IS GROUP CULTURE MAINTAINED?
— Is i t  magic?
— Is i t  group psychology?
— We must understand the in v is ib le  force o f group cu lture  i f  we wish
to control i t  ra th er  than le t t in g  i t  control us.
— We must be aware o f the d iffe ren ce  between a r ig id  cu lture  and an
adaptive cu lture  (Kilmann, 1984a; 1984b; 1985).
1
Diagnose
Needs
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RIGID CULTURE ADAPTIVE CULTURE
Description
A r ig id  cu lture  is  deeply 
rooted in the past. I t  is 
power-oriented, cautious,  
h igh ly -s truc tu red , and 
wel1-established.
Description
An adaptive cu ltu re  has an 
e x c it in g ,  dynamic, and crea tive  
atmosphere. I t  is challenging, 
r is k - ta k in g ,  and re s u lts -  
orien ted . The stim ulation  is 
often constant.
How I ts  Members Act How I t s  Members Act
I ts  members appear cautious,  
p ro tec t iv e ,  and o v e r ly -  
sen s it ive ;  they minimize 
risks and build  b a r r ie rs .
I t s  members d isp lay t r u s t ,  take 
r is k s ,  support one another's  
e f f o r t s ,  and adapt to new 
solutions.
How I t  Is Achieved
I f  l e f t  to i t s e l f ,  any cu ltu re  
w i l l  become r ig id  unless there  
is a concerted e f f o r t  to  
establish  an adaptive c u ltu re .
How I t  Is Achieved
To achieve an adaptive c u ltu re ,  
a conscious, well-planned  
e f f o r t  to manage group culture  
is  required.
"People are behaving in ways 
th a t  make them ashamed, ye t  
they explain th e i r  behavior 
in terms o f 'n a tu ra l '  tenden­
cies or 'the way things a r e . '
. . . Social forces are  
transforming our groups. 
Cultural norms develop, teach­
ing us what is expected, 
supported, and accepted by 
the people we l iv e  and work 
w ith . These norms exert  
powerful pressure, 
causing us to behave in ways 
th a t  often run counter to our 
rea l wishes and goals (A l le n ,  
1980:31).
"There are no good or bad 
c u ltu re s ,  per se. A cu lture  
is  good—e f fe c t iv e — i f  i t  
re in forces the mission, pur­
poses, and s tra teg ies  of the 
organ ization . I t  can be an 
asset or a l i a b i l i t y .  Strong 
c u ltu ra l  norms make an organi­
za tion  e f f i c ie n t .  Everyone 
knows what's important and how 
things are done. To be 
e f fe c t iv e ,  the cu ltu re  must not 
only be e f f i c i e n t ,  but 
appropriate to the needs of  
the business, company, and the 
employees (Wallach, 1983:32).
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WORK SHEET
How will you diagnose needs?
1. Realize th a t  group cu ltu re  a f fe c ts  the p ro d u ctiv ity  and group 
l i f e  of your school system (pages 2 2 - 2 3 ) .
2 .  You need to id e n t i fy  what the group cu ltu re  is  w ith in  your 
school system.
3. Id en tify in g  your group cu ltu re  w i l l  requ ire  the p a r t ic ip a t io n  
of a l l  of your employees.
4. Group cu ltu re  needs to be id e n t i f ie d  w ith  the idea in mind that  
needed changes w ith in  the cu ltu re  w i l l  b en e fit  a l l  group members.
5. Strongly consider the use o f  an outside consultant s k i l le d  in 
group dynamics to ass is t in id e n t ify in g  your group c u ltu re .  
This is a highly sen s it ive  area where o b je c t iv e ,  professional 
help at th is  point w i l l  be a great investment in the fu ture  
(Kilmann, 1984a).
6. The following sequence should be followed in appraising your 
current group c u ltu re ,  no matter which level of membership is  
meeting together:
— Discuss the concept and r e a l i t y  o f a group cu ltu re  (pages 22-23).
— Appraise the current group cu ltu re  (page 25).
- -  Id e n t ify  current cu ltu ra l  norms (page 25).
— Develop a l i s t  of new c u ltu ra l  norms (pages 27 -28 ).
7. Whoever acts as the group leader in id e n t ify in g  current group 
culture  a t  any employee level should have previously received 
adequate t ra in in g .  Again, now is the time to consider using 
the help of an outside consultant.
Diagnose
Needs
Summarize on the flow chart and time line
at the end of this section. 24
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ASK MEMBERS TO APPRAISE THE CURRENT GROUP CULTURE:
Does i t  support the school system's mission?
Does i t  promote school system success?
Does i t  encourage a f l e x ib le ,  understanding approach to 
stakeholders both inside and outside the system?
Does i t  motivate members to address complex and d i f f i c u l t  problems? 
Does i t  allow members to take the time to address such problems?
Obtain
Support
THE FIRST STEP IN GAINING CONTROL OF GROUP CULTURE IS TO WRITE OUT 
THOSE ACCEPTED NORMS WHICH HAVE PREVIOUSLY BEEN UNWRITTEN.
Members w i l l  be w i l l in g  to w r ite  out norms i f :
- -  indiv idual comments are kept c o n f id e n t ia l ;
— comments are made when superiors are not present; and
— comments w i l l  not be used against ind iv iduals  (but instead w i l l  
benefit  them and the organ iza tion ).
IT MIGHT TAKE A LITTLE PROBING. AND A FEW EXAMPLES IN A GROUP SETTING, 
BUT ONCE THE PROCESS BEGINS, MEMBERS ARE QUICK TO SUGGEST GROUP NORMS 
FOUND IN A RIGID CULTURE. SOME WHICH REPEATEDLY SURFACE INCLUDE:
Don't disagree with your boss in pub lic .
Don't rock the boat.
Treat women as second-class c i t iz e n s .
Put down your organization.
Don’ t  enjoy your work.
Don't share information with other groups.
Treat subordinates as incompetent and lazy .
Cheat on your expense account.
Look busy even when you 're  not.
Don't reward employees on the basis o f  m erit .
Reward longevity over p ro d u c tiv ity .
Put down those who suggest new ways o f  doing things. 
Don't smile too much.
Openly c r i t i c i z e  company po licy  to outsiders. 
Complain a lo t .
Don't t ru s t  anyone who seems s incere.
Do as l i t t l e  as necessary to get by.
Don't be the bearer of bad news.
Don't th ink of things that are not l i k e ly  to happen. 
Don't be associated with an ugly event.
See no e v i l ,  hear no e v i l ,  and speak no e v i l .
Keep the above norms unwritten and unstated.
Put pressure on other members to obey the norms.
IT IS MUCH EASIER TO BLAME "NORMS" THAN IT IS TO ACCEPT PERSONAL 
RESPONSIBILITY FOR PREVIOUS NONPRODUCTIVE BEHAVIOR. HOWEVER, CHANGE IS 
THE IMPORTANT FACTOR (Kilmann, 1984a; 1985a).
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How will you obtain support?
FOLLOWING ITEMS 6 AND 7 ON PAGE 24 AS BASIC GUIDELINES, MEET WITH AND 
OBTAIN THE SUPPORT OF THE FOLLOWING GROUPS, IN THE FOLLOWING ORDER:
1. School Board
2. Administrative Cabinet
3. Leadership o f Employee Associations, School P r in c ip a ls ,  and 
Division Heads
4. A ll Employees
- -  Co-workers should meet together a t  the work s i te  where d a ily  
in te rac tions  occur.
- -  Subdivide employee sessions to whatever s ize sessions are 
feas ib le  ( idea l in te ra c tio n  occurs with 3 to 12 people);  
ju s t  make certa in  everyone has the opportunity to p a r t ic ip a te .
5. Management/Reporters of Major News Media (Suggested)
— As an in fo rm ationa l, low-key item , share with them the basic 
concepts o f planned change to improve the q u a li ty  of your 
school system.
- -  Conduct these meetings e a r ly  in your time l in e .  Laying such 
a foundation now w i l l  help to win t h e i r  understanding and 
support o f what you are try in g  to accomplish. The dividends 
at a la te r  date w i l l  be worth the time and e f f o r t .
Summarize on the flow chart and time line
at the end of this section. 26
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GROUP CULTURE
THROUGHOUT THIS PROCESS, IT IS IMPORTANT TO 
INCLUDE ALL SCHOOL DISTRICT EMPLOYEES IN SESSIONS 
CONDUCTED FOR EACH DIVISION, DEPARTMENT, WORK 
GROUP, AND SCHOOL.
USE THE LIST AT THE TOP OF PAGE 25 TO REAPPRAISE CURRENT GROUP NORMS 
ONCE THEY HAVE BEEN WRITTEN OUT. IN ADDITION, CONSIDER THE FOLLOWING 
QUESTIONS WITH ALL EMPLOYEES TO HELP IDENTIFY YOUR SCHOOL SYSTEM'S 
STRATEGY IN ADDRESSING GROUP CULTURE:
1. Where is th is  school system headed?
2. I f  you could design your own school system from scratch, how would 
i t  be d if fe re n t?
3. What old types o f  behavior in your school system need to be changed, 
even though they have existed fo r  a long time?
4. What new types o f behavior are necessary fo r  your school system to 
move forward?
Identify
Strategy
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THE NEXT STEP IS FOR ALL EMPLOYEES TO HELP DEVELOP
A LIST OF NEW NORMS FOR YOUR SCHOOL SYSTEM'S SUCCESS:
1. What new norms would encourage a more f le x ib le  approach 
toward your school system's changing environment?
2. What new norms would allow members to discuss d i f f i c u l t  and 
uncomfortable issues th a t  a f fe c t  the long-term survival and 
success of your school system?
3. What cu ltu ra l  norms would bring d i f f i c u l t  in te rn a l problems out 
in to  the open so they could be resolved?
DR. RALPH KILMANN, WHO HAS SERVED AS A CONSULTANT FOR MANY ORGANIZA­
TIONS GOING THROUGH THIS PROCESS, FOCUSES ON THOSE CHANGES WHICH WILL 
OCCUR IN INDIVIDUAL AND GROUP ATTITUDES (1984a:108):
At th is  point, the members usually catch on to the impact 
th a t  the unwritten rules have had on th e i r  behavior. They 
experience a sense o f r e l i e f  as a new way o f  l i f e  is  considered. 
They r e a l iz e  that they no longer have to pressure one another to 
behave in dysfunctional ways. The members can create a new social 
order w ith in  th e ir  own work groups and w ith in  t h e i r  own 
organization . Part o f th is  sense of r e l i e f  comes from recognizing  
th a t  th e i r  d issa t is fac tio n s  and ineffectiveness are not due to 
th e i r  being incompetent or bad in d iv idu a ls . I t  is much eas ie r ,  
psychologically , fo r  members to blame the in v is ib le  force called  
c u ltu re — as long as they take re s p o n s ib i l i ty  fo r  changing i t .
SUGGESTED NORMS LEADING TO AN ADAPTIVE CULTURE INCLUDE ( I b i d . ) :
1. Treat everyone with respect and as a po ten tia l  source o f valuable  
ins igh t and expertise .
2. Be w i l l in g  to take on re s p o n s ib i l i ty .
3. I n i t i a t e  changes to improve performance.
4. Congratulate those who suggest new ideas and new ways to do things.
5. Be cost-conscious so th a t  your school system remains e f f i c ie n t .
6. Speak with pride about your school system and work group.
7. Budget your time according to the importance o f tasks.
8. Don't c r i t i c i z e  your school system in fro n t  o f  others .
9. Enjoy your work and show enthusiasm fo r  a job well done.
10. Be helpful and supportive o f  other groups in the organ ization.
11. Bring uncomfortable issues out in to  the open.
12. P ers is t in drawing a t te n t io n  to the problems even i f  others seem 
re luc tan t to consider the im p lications.
13. Listen to other members' viewpoints even i f  you disagree with them.
14. Encourage unique perspectives to ensure nothing has been overlooked.
15. Encourage a thorough debate on topics th a t  should have a l l  points 
of view considered.
16. Give management another chance; assume good in te n tio n s ; meet halfway.
Identify
Strategy
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How will you identify strategy?
1. Each group of employees w i l l  go through the process on pages 27-28  
u n t i l  th a t  group suggests a new set o f norms.
2. Group members must agree th a t  the old norms w i l l  be replaced by 
a new set of norms.
3. Everyone must r e a l i z e ,  however, tha t the e n t i re  d i s t r i c t  w i l l  have 
input in to  the development o f a new set o f norms.
4. The new set of norms developed by the d i s t r i c t  w i l l  be monitored 
and sanctioned by each work group.
5. A process must be followed fo r  including input from each work group 
in to  the new set of norms.
Identify
Strategy
Summarize on the flow chart and time line
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4
PROCESS FOR BUILDING GROUP CONSENSUS
1. D is t r ic t  guidelines should i n i t i a l l y  determine the approximate 
number of new norms that are desired.
2. Using the m ateria l on pages 27-28, prepare a questionnaire which 
leads to the suggestion o f new norms.
3. Each group member responds in w rit in g  to the questionnaire a t  the 
beginning o f the meeting.
4. I f  the group is la rg e , i t  is then divided in to  smaller groups. 
Members read each o ther 's  w r it te n  responses aloud and round-robin.
5. Ideas are recorded on chalkboards or f l i p  charts fo r  everyone in 
the group to read.
6. A fte r  a l l  responses are l is t e d ,  each response is discussed to 
c l a r i f y  i ts  meaning.
7. Each group member is asked to se lect the ten or so responses he 
favo rs .
8 . Results are t a l l i e d ,  statements are combined or elim inated as the 
resu lts  d ic ta te ,  and each small group presents i t s  f in a l  l i s t  of 
proposed new norms to the larger group.
9. The la rg e r  group then casts individual b a l lo ts  to determine the 
top ten or so responses.
10. The l i s t  of proposed new norms, ready to go on to the next level 
fo r  consensus, represents the best combination of indiv idual 
responses and c o l le c t iv e  b a l lo t in g .
11. A s ig n if ic a n t  feature  of th is  process is th a t  everyone p art ic ipa tes  
by indiv idual w r it in g  before anything is proposed aloud.
12. By recording everyone's opinions and b a l lo t in g  to se lect the best 
ideas, more outspoken group members and those with higher status  
do not dominate the group's e f fo r ts  to reach consensus (Erickson, 
1983:34).
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( F i l l  in the A c t iv i ty  Time Line on page 32)
How will you prescribe action?
THE FOLLOWING SHOULD BE ACCOMPLISHED WITH THE HELP OF A PROFESSIONAL 
CONSULTANT ( IF  POSSIBLE) AND ADEQUATELY TRAINED GROUP LEADERS:
1. No matter how small the groups which met i n i t i a l l y ,  each work 
location (school, b u ild in g , e t c . )  should reach consensus on 
one proposed set of new norms.
2. Taking the proposed set o f norms from each work lo ca t io n , each 
d iv is ion  should then reach consensus in developing one proposed 
set of new norms fo r  th a t  d iv is io n .
3. Adm inistrative cabinet members representing each d iv is io n  should 
then submit the proposed set o f new norms representative  of th e ir  
respective d ivisions fo r  review by a l l  cabinet members.
4. Cabinet members should then be responsible to develop one set of 
proposed new norms fo r  the e n t ire  d i s t r i c t .
5. Adm inistrative cabinet members w i l l  then take the d i s t r i c t  proposal 
back to each of th e ir  respective d iv is ion s .
6. I f ,  working through the ranks, the proposed norms are rejected in 
any of the d iv is ion s , the adm in is tra tive  cabinet w i l l  meet again 
to resolve id e n t if ie d  d iffe rences .
7. This process w i l l  continue u n t i l  one set of new norms is sanctioned 
through the ranks by each d iv is io n .
8. With th is  sanction comes the understanding th a t  each work group in 
the school d is t r i c t  is now committed to l iv e  by these new norms.
Summarize on the flow chart and time line
at the end of this section, t
ACTIVITY A /  a
TIME LINE: STEP 1 A *
GROUP CULTURE " L Action
Prescribe
Action Step •Person(s) Responsible Others Involved Begin/Complete
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\  Implement 
\  Plan
IT IS IMPORTANT THAT ADDRESSING GROUP CULTURE PRECEDES EACH OF \
THE OTHER FOUR STEPS. WITHOUT A SUPPORTIVE CULTURE, EVERY ACTION \
BY TOP MANAGEMENT WILL BE DISCOUNTED BY THE GROUPS BELOW— EVEN \
TOP-DOWN EFFORTS TO CHANGE THE CULTURE. KILMANN WARNS (1984a:115):
I have seen cases in which executives have t r ie d  dramatic 
changes in t h e i r  own behavior coupled with symbolic deeds and 
f ie r y  speeches in order to d ic ta te  a new c u ltu re ,  but to no a v a i l .
Only when work group members encourage one another to be receptive  
to overtures by the other groups, as in a p a r t ic ip a t iv e  e f f o r t ,  
can the whole change program be successful.
MERELY STATING THE NEW NORMS IS NOT ENOUGH TO INSTILL THEM THROUGHOUT 
YOUR SCHOOL SYSTEM. NEITHER WILL OLD NORMS BE ALTERED SIMPLY BY 
REQUESTING A CHANGE IN THEM. INSTEAD:
1. Members have to agree that new norms w i l l  replace old norms.
2. Any norm change must be monitored and sanctioned by the work groups.
A MAJOR LESSON TO BE LEARNED IN CHANGING GROUP CULTURE IS THAT CHANGE 
CAN OCCUR (Kilmann, 1984a:119):
1. I f  managers and members decide to be responsible fo r  change and 
fee l th a t  the power to change should be a part o f the new c u ltu re ,  
then i t  can be done.
2. Power and control are more of a social r e a l i t y  than a concrete, 
physical r e a l i t y .
3. Ind iv iduals and organizations have moved forward and achieved 
success when everyone else thought i t  was impossible.
IN ONE MAJOR COMPANY UNDERGOING A CULTURE CHANGE, DR. KILMANN SUGGESTED 
THAT EACH NEW NORM BE WRITTEN ON AN INDEX CARD AND GIVEN A NUMBER. HE 
RELATES A LEARNING EXPERIENCE WHICH IN ITSELF STRENGTHENED THE GROUP 
CULTURE ( I b i d . ) :
Each member in a work group was made responsible fo r  monitor­
ing several norms and bringing a t te n t io n  to behavior th a t  did not 
conform. Eventually , th is  approach reached a point a t  which group 
members no longer c ited  the norms— only the numbers. Coworkers 
would s ta te :  "You ju s t  committed a number twelve," or "You pulled
a seven on me." These members found i t  very e f fe c t iv e  to enforce 
th e i r  new norms in th is  l ighthearted  manner, ye t the point of  
adopting the norms was made unequivocally. Of course, when "out­
siders" heard such interchanges they c e r ta in ly  were confused; but 
th is  seemed to add to the group's cohesiveness, since the members 
now had t h e i r  own secret code.
YOU ARE NOW READY TO BEGIN CHARTING PROGRESS IN A CULTURE CHANGE.
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How will you implement your plan?
CHANGING GROUP CULTURE
1. A planned change in group cu ltu re  begins by id e n t ify in g  present 
negative cu ltu ra l norms.
2. Negative cu ltu ra l norms are replaced w ith  p o s it iv e  cu ltu ra l  norms, 
which are sanctioned and monitored by a l l  group members.
3. Each norm is assigned a number. Copies are provided fo r  each worker 
in such a manner th a t  they can be e a s i ly  viewed a t  the work s i te  
(3"x5" cards, posters, e t c . ) .
4. Each member in a work group is  responsible fo r  monitoring one or 
more norms (each norm is monitored by someone w ith in  each work 
group).
5. Those responsible fo r  monitoring norms bring a t te n t io n  to behavior 
which does not conform.
6. I t  can be very e f fe c t iv e  to enforce new norms in a l igh t-hearted  
manner. In so doing, norms w i l l  be adopted and in te rn a lized  as a 
cohesive group is b u i l t  (Kilmann, 1984a:119).
Im p lem en t
Plan
Summarize on the flow chart and time line
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CLOSING THE CULTURE GAP (THE CONTRAST BETWEEN DESIRED NORMS 
AND ACTUAL NORMS) WILL ACTUALLY BEGIN JUST BY LISTING THE 
NEW SET OF NORMS. MEMBERS START "ACTING OUT" THE NEW NORMS 
IMMEDIATELY AFTER THEY ARE IDENTIFIED (Kilmann, 1984a:116).
1. The change process begins by conducting sessions fo r  each school, 
d iv is io n ,  department, and work group on ways the new norms w i l l  be 
monitored and enforced.
2. An important part  o f  managing the group cu ltu re  is to continue 
monitoring and assessing norms.
3. I f  the cu lture  is not managed e x p l i c i t l y ,  sooner or la te r  some 
stakeholder w i l l  badly d isrupt the organ ization .
AN EFFECTIVE WAY TO EVALUATE PROGRESS IN CHANGING TO A MORE ADAPTIVE
CULTURE (CLOSING THE CULTURE GAP) IS BY IDENTIFYING CHANGES IN BEHAVIOR
WITHIN THE SCHOOL SYSTEM*:
1. Have there been any changes in the old types o f behavior in your 
school system th a t  needed to be changed? Which ones? To what 
extent?
2. What new types o f behavior necessary fo r  your school system to move 
forward have been implemented? How successful have these attempts 
been thus far?
3. What behavior changes have been unsuccessful to date? What fu r th e r  
changes need to be made?
ANY NEW ADAPTIVE CULTURE WILL RETURN TO THE OLD RIGID ONE IF
THE NEXT FOUR STEPS TO SUCCESS ARE NOT IMPLEMENTED PROPERLY:
1. An adaptive cu ltu re  sets the stage fo r  a l l  other organizational  
changes tha t need to be managed.
2. By contrast, a r ig id  cu ltu re  w i l l  breed a lack of t ru s t ,  confidence, 
and sharing of information th a t  w i l l  make i t  extremely d i f f i c u l t  to 
proceed through the next four steps.
3. Once an adaptive cu ltu re  has been estab lished , managers w i l l  be more 
w il l in g  to accept t h e i r  s k i l l  de fic ienc ies  and learn new approaches 
fo r  addressing complex problems.
4. An adaptive cu ltu re  w i l l  lay the foundation fo r  a cohesive team b u i ld ­
ing e f fo r t  among stakeholders w ith in  both the in terna l and the external 
environments.
5. Integrated planning w i l l  be able to successfully move the school system 
in the r ig h t  d ire c t io n  a f te r  an adaptive cu ltu re  has been fostered.
6. F lex ib le  incentive programs w i l l  monitor and reward behaviors that  
support the new norms.
*The Kilmann-Saxton Culture-Gap Survey (Kilmann and Saxton, 1983) is a
measurement tool fo r  detecting the gap between what the current cu ltu re  is
and what i t  should be.
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CLOSING THE CULTURE GAP
How will you evaluate results?
1. Just by l is t in g  the new norms, group members s ta r t  acting them 
out and the cu ltu re  gap begins to close.
2. The change process begins by conducting sessions fo r  each school, 
d iv is io n ,  department, and work group on ways the new norms w i l l  be 
monitored and enforced.
3. I f  the cu ltu re  gap is to c lose, norms must be con tinua lly  monitored 
and assessed.
4. Conduct a survey before the process begins and a f te r  i t  has been 
successfully implemented to assess changes in the follow ing areas:
— stress
— burnout 
- -  morale 
- -  t ru s t
— cooperation 
- -  p roductiv ity
5. Monitor changes by comparing "before" and "a f te r"  data regarding:
— student attendance, grades, and achievement
— graduation rate
- -  employee absenteeism, accident r a te ,  and a t t r i t i o n  
- -  negotiation process a c t iv i t ie s  and resu lts  
- -  number and kind of grievances f i l e d
6. Success in closing the cu lture  gap w i l l  be key to progression 
through the next four steps:
- -  management s k i l ls
— team building
— integrated planning
— incentive programs
- -  Closing the cu ltu re  gap lays the foundation fo r  these four steps. 
- -  Conversely, i f  these four steps do not occur, the new adaptive 
culture w i l l  return to the old r ig id  cu ltu re  (Kilmann, 1984a).
Summarize on the flow chart and time line
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STEP 1: GROUP CULTURE
PLANNED CHANGE FLOW CHART
List the basic activities required to accomplish each phase.
1
Diagnose
Needs
Obtain
Support
3
Identify
Strategy
Prescribe
Action
Implement
Plan
Evaluate
Results
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5 Steps_____
To Success
STEP 1______________
GROUP CULTURE
TIME LINE
Begin __________
End
Diagnose
Needs Begin
Begin End
Obtain
SupportEnd Evaluate
Results
PLANNED
CHANGE
Identify
StrategyImplement
Plan Begin
Begin
End
End
Prescribe
A ction
Begin
End
Use this time line to help you project how long it will take for 
p la n n e d  c h a n g e  to proceed, Phases 1-6. This may be used as a 
worksheet or as a record of the actual time line for accomplishment.
Do not move from one phase to the next until the previous phase 
has been completed. Any incompleted phase will eventually become 
a weak link in the structure of your school system.
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Management Skills
Group Culture
5 Steps
To Success
STEP 2
MANAGEMENT SKILLS
Diagnose
Needs
DIAGNOSING THE NEED FOR PLANNED CHANGE IN MANAGEMENT SKILLS
WHAT CHANGES WILL MANAGEMENT HAVE TO MAKE TO FUNCTION SUCCESSFULLY WITHIN 
YOUR SYSTEM'S NEWLY-IDENTIFIED CULTURAL NORMS?
1. What new management s k i l l s  w i l l  be required?
2. What management s k i l l  areas w i l l  need to be strengthened?
DOES YOUR SCHOOL SYSTEM'S PRESENT MANAGERIAL APPROACH FOSTER THE FOLLOWING 
QUALITIES? IF NOT, WHAT IS NEEDED IN EACH AREA?
Trust:
Motivation:
Commitment:
Cooperation:
P roductiv ity :
High Morale:
ARE NEW MANAGEMENT SKILLS REQUIRED WITHIN YOUR SYSTEM?
IS THE LEADERSHIP STYLE IN YOUR DISTRICT CONSISTENTLY IN HARMONY WITH THE 
DISTRICT'S MISSION STATEMENT?
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WHAT KIND OF MANAGEMENT TEAM WILL PRODUCE THE BEST RESULTS?
Since World War I I ,  American management philosophies  
have moved toward humanism. Instead o f the task-oriented  
management that led to s tu l t i fy in g  assembly l in e s ,  the 
tendency now is to focus on sa t is fy in g  people so they can 
give th e i r  best e f f o r t  to accomplishing the work. A major 
reason fo r  th is  s h i f t  ( fo r  those who are unmoved by arguments 
based on empathy and compassion) is the simple fa c t  that  
disgruntled employees are expensive; they take a lo t  o f sick  
leave; they get careless and have accidents; they in te r fe re  with  
other employees' a b i l i t y  to work; they f i l e  union grievances th a t  
eat up supervisors' time; they create hitches in the work flow;  
they q u i t ,  taking with them expertise th a t  the enterprise  has paid 
fo r  them to acquire, and necessitating more company investment in 
t ra in in g  new people.
A manager's task is  to minimize problems l ik e  these by 
creating  a work environment th a t  encourages attendance, 
p ro d u c tiv i ty ,  and commitment. Managers can make a s ta r t  on th is  
by spending some time in introspection to f ig u re  out what they do 
th ink  about the nature o f working humans; then they can 
consciously choose a management s ty le  th a t  they should apply 
consis ten tly  in the work environment. Since the manager's s ty le  
sets the climate of the work environment, i t  should be based on 
something more dependable than personal whims varying d a i ly  and 
hourly with one's moods (Simmons, 1979).
WHAT IS HUMANISTIC MANAGEMENT?
"Humanistic management" is a un iting  o f science-based 
management and human-relations management. This merger is 
achieved through combining management by objectives and 
p a r t ic ip a t iv e  management. The basic premise is  th a t  e f fe c t iv e  
management ca lls  fo r  both science and humanness. I t  is not one 
versus the other, but ra th e r ,  a un iting  o f the two ( H i t t ,  1976).
WHAT ARE THE BASIC CHARACTERISTICS THAT ARE REQUIRED FOR A MANAGEMENT 
TEAM TO OPERATE EFFECTIVELY?
Team members must:
1. be able to invest s ig n if ic a n t  amounts of t im e;
2. be able to work cooperative ly  rather than com petitively
toward common goals and purposes;
3. have open and c lear  l ines  o f communication;
4. have tru s t  in the in te g r i ty  o f th e i r  colleagues;
5. encourage and work to understand the f u l l  explanation of
m inority  opinions; and
6. have an acute s k i l l  in l is te n in g  to (versus hearing) the 
opinions of others (Erickson and Gmelch, 1977).
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THEORY X
1. The average human being has 
an inherent d is l ik e  fo r  work 
and w i l l  avoid i t  i f  he or 
she can.
2. Because of th is  human charac­
t e r i s t i c  o f d is l ik e  fo r  work, 
most people must be coerced, 
co n tro l le d , d irec ted , and 
threatened with punishment
to get them to put forth  
adequate e f f o r t  toward the  
achievement o f organizational 
ob jectives .
3. The average human being prefers  
to be d irec ted , wishes to avoid 
re s p o n s ib i l i ty ,  has r e la t iv e ly  
l i t t l e  ambition, and wants 
security  above a l l  (McGregor, 
1960).
"Theory X managers see th e ir  jobs as 
making ind iv iduals  responsible fo r  
functions and as having to coerce, 
d ir e c t ,  and threaten those in d iv i ­
duals. Theory Y managers, on the 
other hand, agree, b a s ic a l ly ,  th a t  
human beings w i l l  not be t r u ly  free  
u n t i l  they view th e i r  work as a 
highly desirab le recreational a c t i ­
v i t y .  They see th e i r  jobs as making 
groups responsible fo r  ob jectives .  
They believe th a t  i f  the members of 
a group see a goal, they w i l l  th ink  
together to f ind  ways to accomplish 
that goal and, l e f t  to th e i r  own 
devices, w i l l  set about deciding  
how to proceed. Close supervision  
may be unnecessary in such groups, 
and a Theory Y leader s tr ives  to 
develop a structure more f le x ib le  
than the usual bureaucracy. Few 
ex is t in g  agencies of education are  
organized along Theory Y l in e s .
One of the crying needs fo r  leaders
THEORY Y
1. The expenditure o f physical 
and mental e f f o r t  in work is 
as natural as play or res t.
2. External control and the th rea t  
of punishment are not the only 
means fo r  bringing out e f fo r t  
toward organ izational objec­
t iv e s .  People w i l l  exercise  
s e l f -d i re c t io n  and se lf -co n tro l  
in the service o f objectives
to which they are committed.
3. Commitment to objectives is a 
function o f the rewards assoc­
iated with th e i r  achievement. 
The most s ig n if ic a n t  of such 
rewards, the s a t is fa c t io n  of  
ego and s e l f -a c tu a l iz a t io n  
needs, can be d ire c t  products 
of e f f o r t  d irected toward 
organizational ob jectives .
4. The average human being learns,  
under proper conditions, not 
only to accept but to seek 
re s p o n s ib i l i ty .
5. The capacity to exercise a 
r e la t iv e ly  high degree of 
imagination, ingenuity , and 
c r e a t iv i t y  in the id e n t i f ic a ­
t ion  o f organizational problems 
is widely d is tr ib u ted  in the 
population.
6. Under the conditions of modern 
in d u s tr ia l  l i f e ,  the in te l le c ­
tual p o te n t ia l i t ie s  o f the 
average human being are only 
p a r t ia l l y  u t i l i z e d  (McGregor, 
1960).
is to get educational agencies
so organized" (Boles and
Davenport, 1975).
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AUTOCRATIC LEADERSHIP
- -  Organizational structure  is r ig id  and in f le x ib le ;
- -  Information flows downward;
- -  Fear, th re a ts ,  and punishment are used as motivators;
- -  High leve ls  of management fee l respo ns ib lity ;
— Fear and d is t ru s t  abound;
- -  Cooperative teamwork is minimal;
— Decisions are made a t  the top;
- -  Goal se tt ing  is accomplished by issuing orders;
— The control process is concentrated a t  the top management le v e l ;  
- -  Control data is used in a pun itive  manner.
- -  S ta f f  members fee l free  to discuss job problems with the supervisor;
- -  The supervisor s o l ic i t s  ideas from the s t a f f ;
- -  Motivation occurs through rewards and occasional punishment;
- -  Many people fee l responsible fo r  achieving organizational goals;
- -  Communication flows down and up (the flow of information the boss 
wants to hear is the most frequent);
- -  The supervisor knows s t a f f  problems;
— The s t a f f  is consulted in making decisions but o rd in a r i ly  not involved 
in the decision making;
- -  A ll leve ls  o f s t a f f  feel responsible fo r  the control process.
- -  Complete confidence and t ru s t  are expressed in a l l  matters;
- -  The s t a f f  fee ls  free  to discuss job problems with the supervisor;
- -  The supervisor always gets ideas and opinions from the s t a f f ;
— Group p a r t ic ip a t io n  occurs in goal se tt in g ;
- -  Members a t  a l l  leve ls  feel responsible fo r  organ ization 's  goals;
- -  Information flow is down, up, and among peers;
- -  Information is  accurate;
- -  The supervisor knows and understands s t a f f  problems;
- -  Teamwork is substantial and cooperative throughout the organization;  
- -  Decision making occurs throughout the organization and is integrated  
among overlapping groups;
- -  S ta f f  members are a c t iv e ly  involved in a l l  decisions th a t  influence  
th e ir  work;
- -  Goals are set by means o f group p a r t ic ip a t io n ;
- -  Respons ib ilit ies  fo r  review and control are widespread;
- -  Formal and informal organizations coincide;
- -  Control data is used fo r  self-guidance and coordinated problem­
solving (L ik e r t ,  1967).
CONSULTATIVE LEADERSHIP
PARTICIPATIVE LEADERSHIP
STEP 2 /  i
--------------------------------------------------------------------------------------------------------------  /  Diagnose
MANAGEMENT SKILLS \  Needs
WHAT STYLE OF LEADERSHIP WILL BEST HELP YOUR SCHOOL SYSTEM 
ACCOMPLISH ITS GOALS?
WHAT KIND OF AN EFFORT WILL IT TAKE TO INSTILL THIS LEADERSHIP STYLE
THROUGHOUT YOUR SYSTEM’ S MANAGEMENT TEAM?
SUPERINTENDENTS WITH SUCCESSFUL MANAGEMENT TEAMS AND CORPORATE CEO'S, AS 
WELL AS MANAGEMENT ANALYSTS AND CONSULTANTS (C a tta b ia n i,  1983; Drucker, 
1973; Kilmann, 1984a; Peters and Waterman, 1982; Thomas, 1979), STRONGLY 
CONCUR WITH THE WORDS OF TULSA'S SUPERINTENDENT LARRY ZENKE (1985):
At th is  p o in t ,  the superintendent must make the au th o r i­
ta t iv e  decision th a t  p a r t ic ip a t iv e  management w i l l  be practiced  
in the school d i s t r i c t .  People are re s is ta n t  to change. I f  i t  
is ever to occur, the person a t  the top must provide the leader­
ship and d ire c t io n ,  then s t ick  by i t .  I t  is s itu a tiona l leader­
ship, and th a t  is what the s i tu a t io n  requ ires.
HAROLD GENEEN, FORMER CEO OF ITT, CLEARLY EXPRESSES THIS CONCEPT IN HIS
BEST-SELLING BOOK, MANAGING (1984):
Leadership . . .  is the a b i l i t y  to insp ire  other people 
to work together as a team under your d ire c t io n  in order to  
a t ta in  a common o b je c t iv e ,  whether in business, in p o l i t i c s ,  
in war, or on the fo o tb a ll  f i e l d .  No one can possibly do i t  
a l l  alone. Others in the organization must want to fo llow  
your lead.
The f i r s t  o b lig a tio n  of any c h ie f  executive is to set the 
goals fo r  his company. I t  is his re s p o n s ib i l i ty  to point his 
people toward goals and t e l l  them how to get there . He is the 
only man who can do i t .  I f  he is  s a t is f ie d  with mediocre re ­
s u l ts ,  tha t is what he w i l l  get.
Much more respect and lo y a l ty  are given to the tough 
leader, the one who is not a f ra id  to make d i f f i c u l t  and even 
unpopular decisions, ju s t  as long as he is perceived to be 
decent and f a i r  and r e l ia b le  with his subordinates.
As fa r  as I can see, the best way to insp ire  people to  
superior performance is to convince them, by everything you do 
and by your everyday a t t i tu d e ,  th a t  you wholeheartedly support 
them. You have got to mean i t  and demonstrate i t .  Deep down, 
they have to fee l th a t  support.
Leadership is practiced not so much in words as in a t t i tu d e  
and in actions. Everyone says he believes in team play , rec ip ro ­
cal lo y a l ty ,  corporate decency, the d ig n ity  o f  labor, and f a i r  
remuneration, but when the crunch comes, how many ch ie f  executives 
abide by those "belie fs?"
THE SUPERINTENDENT MUST LEAD THE WAY IN IDENTIFYING THE NEEDED SKILLS.
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Diagnose
Needs
How will you diagnose needs?
THE ROLE OF MANAGEMENT IS TO MOTIVATE WORKERS TO GIVE THEIR BEST 
EFFORT IN WHATEVER TASK THEY ACCOMPLISH:
Management experts a f f i rm  th is  is  best accomplished under an 
ad m in is tra tive  s tructure  th a t  allows fo r  f l e x i b i l i t y .
P a r t ic ip a t iv e  leadership encourages ownership and re s p o n s ib i l i ty  
on the part o f group members, thus increasing t r u s t ,  cooperation, 
commitment, and p ro d u c tiv ity .
THE SUPERINTENDENT MUST LEAD THE WAY IN IDENTIFYING AND MODELING 
APPROPRIATE MANAGEMENT SKILLS:
People (inc luding managers) are re s is ta n t  to change. P a r t ic ip a ­
t iv e  management w i l l  never become the mode of operation in a 
d i s t r i c t  by encouraging volunteer involvement alone.
The superintendent must a u th o r i ta t iv e ly  o u t l in e  the management 
s ty le  expected, id e n t i fy  the s k i l ls  involved, and monitor 
performance expectations.
THE SUPERINTENDENT MUST:
Display strong and c lea r  leadership;
Model what is expected;
Have high expectations fo r  others to fo llow  his example;
Let others fee l his support fo r  th e i r  e f fo r ts ;
Receive the f u l l  support and backing o f the school board as i ts  
members empower him to lead.
ASK THE FOLLOWING QUESTIONS:
Is the superintendent capable of the kind of leadership required? 
Is the school board f u l l y  supportive o f his leadership role?
Summarize on the flow chart and time line
at the end of this section. 45
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FROM AUTHORITATIVE MANAGEMENT TO A TEAM APPROACH
Obtain
Support
"Any management that gets a union deserves i t - -a n d  they get the 
kind they deserve. No labor union has ever captured a group o f  
employees w ithout the f u l l  cooperation and encouragement o f managers 
who create the need fo r  un ion iza tion . . . .  We a re n 't  buying anybody o f f ,  
and we c e r ta in ly  a re n 't  threatening them. We're ju s t  saying, 'L e t 's  
close the gap between managment and labor. Let's  see what we can do 
to meet people's needs without c o n f l ic t in g  with the goals o f  the organi­
z a t io n . '  And i f  we play i t  s t ra ig h t  and run i t  c lean , w e ' l l  be making 
i t  unnecessary fo r  employees to look to a union fo r  the things they 
a re n 't  ge tt ing  from management. In short, we can make unions 
unnecessary" (Hughes, 1976).
"Enlightened management r e a l ly  works best in the long run. I t  
may not work best fo r  the short run. This is  somewhat l ik e  the way 
in which the body can use up i t s  fu tu re  resources fo r  a short period  
of time in an emergency" (Maslow, 1965).
"This is not to say th a t  shared governance is the f in a l  answer 
or th a t  i t  is a panacea fo r  a l l  educational problems. I t  i s ,  however, 
the best system ye t devised to insure ju s t ic e  and fa irn e s s ,  s t a b i l i t y  
and d ire c t io n ,  cooperation and co llabora tion  in our schools. I t  does 
mean that p r in c ip a ls  cannot be a r b i t r a r y  or capricious. I t  does mean 
tha t parents cannot be irresponsib le  or covert. I t  does mean th a t  
teachers must be competent and f a i r .  I t  does mean th a t  decisions 
are made more s lo w ly -- th a t  consensus is more important than voting.
The results  are benefic ia l to  both students and educators" (Thomas, 1979).
PARTICIPATIVE MANAGEMENT
1. I t  is time consuming.
Disadvantages Advantages
1. Employees are treated  as per­
sons ra ther than objects.
2. Some people w i l l  view i t  as 
weak management. 2. There is a greater sense of
community.
3. Many people simply cannot
function under th is  type of 
managment; they prefer more 
structure  and control ( H i t t ,  
1976).
3. There is a greater fee ling
of ownership on the part of
the employees.
4. Usually the more inputs to
the decision, the b e tte r  the
decision.
5. Motivation and productiv ity  
w il l  be higher ( H i t t ,  1976).
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THE FUNCTION OF TEAMS 
Team Management Is Team Management is  Not
A way of c o n tro l l in g  respon­
s i b i l i t y  through p a r t ic ip a ­
t iv e  management ra ther  than 
u n ila te ra l  decisions.
1. A giving up o f power and 
re s p o n s ib i l i ty .
A method which requires  
compromise and respect fo r  
other opinions in reaching 
a group decision.
2. A method whereby every­
one's wishes can be 
accepted and accommo­
dated.
A way ind iv iduals  can p a r t ic i ­
pate in a group decision.
3. A means o f g iving every­
one what they want.
A way o f resolving c o n fl ic t in g  
a tt i tu d es  and b e l ie fs .
4. A way o f co n tro l l in g  
people.
Encouraging a group to c o n tr i ­
bute t h e i r  ideas to the ch ie f  
adm in is tra tor 's  or board's 
f in a l  decision or action .
5. A way o f forcing the 
ch ie f  adm in is tra tor 's  
ideas onto a group.
Collaborative  th inking in 
resolving problems.
6. Consolidated management 
in which so le ly  advice 
on problems is 
requested.
A means o f giving those who 
w il l  be implementing the 
decisions a chance to p a r t ic i ­
pate in making them.
7. A means of turning power 
and re s p o n s ib il i ty  fo r  
the organization over 
to middle managers and 
teachers.
Erickson, Kenneth A. and Walter H. Gmelch. School Management Teams: 
Their S tructure , Function, and Operation. A rlin g to n , V irg in ia :  
Educational Research Services, In c . ,  1977.
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CAUTIONS IN BUILDING MANAGEMENT TEAMS
Obtain
Support
1. I t  takes time to build  mutual t ru s t  and openness among team 
members. Such t ru s t  is f r a g i le  and susceptib le to "dry ro t ."
2. The team is only as good as i t s  ind iv idual members.
3. The team process is more expensive timewise than are more 
autocratic  s tructures.
4. Management teams can re s u lt  in the same bureaucratic structures
that they purport to rep lace, or in even greater ones. Many 
teams become too large and unwieldy to be e f fe c t iv e .
5. Many recent management teams have been h a s t i ly  assembled in 
response to prophesied v ir tues  of the team system.
6. Communication is ju s t  as d i f f i c u l t  to achieve and is as essential
to e f fe c t iv e  team operations as in any other organizational
s tructure . Team management by i t s e l f  does not assure c la r i t y  
and effectiveness o f communication unless the team creates  
these conditions.
7. A continuous review and c la r i f i c a t io n  o f  ro le s ,  expectations,  
tasks, and other b lueprints  of the management team w i l l  be needed.
8. Unless the school board is committed to build ing a management 
team, plans should probably be shelved.
9. The superintendent must be w i l l in g  to re linq u ish  some previously  
held power and in fluence. Since adm inistrators often feel tha t  
they have the expertise and knowledge to run an organization the 
way i t  should be run, t h e i r  professional pride may be injured as 
they are asked to share the re s p o n s ib i l i t ie s  with other team 
members.
10. Many members of the organization may not be able to work 
compatibly on the same management team.
11. Team management requires th a t  problems be an tic ip a ted  and 
id e n t i f ie d  before they grow in to  crises th a t  demand immediate 
solutions.
12. Neither the superintendent nor the other teams members can be 
expected to have immediately the new s k i l ls  needed fo r  an 
e f fe c t iv e  team operation. Time w i l l  be required fo r  tra in ing  
in team s k i l ls  (Erickson and Gmelch, 1977).
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STRENGTHENING MANAGEMENT SKILLS
How will you obtain support?
MANAGEMENT SKILLS ObtainSupport
1. The s p e c if ic  s ty le  of leadership to be followed, and the resu lting  
management s k i l ls  required, are c le a r ly  established by the super­
intendent.
2. This leadership s ty le  and the management s k i l ls  and methods must be 
f u l l y  understood by the school board and adm in is tra tive  cabinet.
3. The f u l l  support of the school board is necessary fo r  empowering 
the management team to function as ou tlined .
4. The f u l l  support of the adm in is tra tive  cabinet is  required to lead 
d i s t r i c t  management, under the d ire c t io n  o f the superintendent, in 
the management s ty le  outlined .
5. The above requirements are achieved by holding a management s k i l ls  
seminar, f i r s t  with the school board and then with the administra­
t iv e  cab inet, to include:
use of the topics outlined on pp. 40-45 to id e n t i fy  management
needs, methods, and s k i l ls  required; and
use o f the topics outlined on pp. 46-48 to id e n t i fy  d ifferences,
advantages, disadvantages, and cautions involved in p a r t ic ip a ­
t iv e  management.
6. The changes in group cu lture  which have already taken place have
prepared the way fo r  making pos it ive  improvement in management s k i l ls  
w ith in  your school system.
7. I t  is v i ta l  to obtain the f u l l  support and commitment of the school 
board and adm inistrative  cabinet before proceeding fu r th e r .
Summarize on the flow chart and time line
at the end of this section. 49
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DIFFERENCES BETWEEN PARTICIPATIVE AND DEMOCRATIC MANAGEMENT
- -  P a r t ic ip a t iv e  management is re lated  to but not identica l
with pure democratic management.
— Pure democratic management ca l ls  fo r  ru le  by m ajority .
- -  In contrast, p a r t ic ip a t iv e  management c a l ls  fo r  indiv idual
re s p o n s ib il i ty  and accountab ili ty .
- -  The designated leader works closely with a l l  members of his or
her group in the predecision process, but the leader has the f in a l  
authority  and resp o n s ib lity  fo r  making the decision.
- -  The leader must assume re s p o n s ib il i ty  fo r  the consequences of the 
decision ( H i t t ,  1976).
Identify
Strategy
DIFFERENCES BETWEEN PSEUDO AND GENUINE PARTICIPATIVE MANAGEMENT
— Many managers pretend to be p a r t ic ip a t iv e  when they r e a l ly  are not.
- -  They use th is  approach as a technique to manipulate the group to
th e i r  way of th ink ing .
- -  This approach has a devastating e f fe c t  on the group.
- -  An honest autocrat is more respected th a t  a pseudo p a r t ic ip a t iv e
manager ( H i t t ,  1976).
ASSUMPTIONS ABOUT PARTICIPATIVE MANAGEMENT
False Assumptions
1. A ll decisions must be shared.
2. The o f f i c ia l  leader never t e l l s  
anyone to do anything.
3. The leader never takes a stand.
4. The amount of time a v a ila b le  
should not a f fe c t  the decision  
making procedure.
5. The leader should not make a 
decision i f  the group refuses 
to p a r t ic ip a te .
6. Insistence th a t  agreements are 
worked out is undemocratic.
7. Authority should not be used 
(Zenke, 1980).
True Assumptions
1. Many decisions concerning 
implementation are in d iv id u a l.
2. The leader is responsible  
fo r  enforcing po licy .
3. The leader has as much responsi 
b i l i t y  fo r  taking a position as 
anyone e lse .
4. Emergency decisions may l im i t  
discussion and the degree of  
consensus.
5. Refusal to p a r t ic ip a te  does not 
stop action; continue to extend 
opportunity fo r  p a r t ic ip a t io n .
6. The leader is responsible fo r  
preserving the group.
7. Authority  should be used fo r  
the service of the group only 
(Zenke, 1980).
STEP 2 3
MANAGEMENT SKILLS
TWELVE RULES 
FOR
PEOPLE MANAGEMENT
TWELVE RULES 
FOR
PROBLEM MANAGEMENT
Identify
Strategy
1. TREAT PEOPLE AS EQUALS;
— don't act superior and
godlike to others.
2. BE GENUINE AND SPONTANEOUS; 
- -d o n 't  be manipulative
and sneaky.
3. BE EMPATHETIC AND FEELING; 
- -d o n 't  be co ld , impersonal,
and uncaring.
4. BE OPEN-MINDED AND EXPLORE 
— don't be so certa in  and
dogmatic.
5. BE DESCRIPTIVE AND SPECIFIC;
— don't be eva luative  and
vague.
6. FOSTER PROBLEM MANAGEMENT; 
— don't t ry  to control or
blame others.
7. ASSUME GOOD INTENTIONS;
— don't assume people are
devious or deceptive.
8. REMEMBER YOU HAVE BLIND SIDES; 
— don't assume your
intentions are understood.
9. LISTEN TO OTHERS CAREFULLY;
— don't assume your r e a l i t y
is the only r e a l i t y .
10. LET EVERYONE PARTICIPATE;
— don't dominate the
meeting.
11. BE RECEPTIVE AND OPEN;
— don't l e t  stereotypes and
the past run your l i f e .
12. APPRAISE PEOPLE MANAGEMENT; 
- - i t  needs continual
a tten tion  (Kilmann, 1984a).
1. PLAN BEFORE DOING;
- -d o n 't  attack a complex
problem b l in d ly .
2. SUBDIVIDE COMPLEX PROBLEMS; 
- -d o n 't  lose the fo res t
because o f the trees .
3. MAKE ASSUMPTIONS EXPLICIT;
— don't l e t  quicksand
be your foundation.
4. TEST ASSUMPTIONS;
— don 't assume everyone 
sees the problem your way.
5. DEBATE BEFORE CONSENSUS; 
- -d o n ' t  be a fra id  of
productive c o n f l ic t .
6. DEFINE THE PROBLEM FIRST; 
- -d o n ' t  solve the wrong
problem.
7. GET HELP ON COMPLEX PROBLEMS; 
— don't s t i f l e  any ava ilab le
information.
8. LISTEN TO MINORITY VIEWS;
— i f  problem is complex, the 
m ajority  might be wrong.
9. FOSTER TRUST AND CANDOR;
— Gather information in an
open, f r ie n d ly  atmosphere.
10. CONSULT ON COMPLEX PROBLEMS; 
- -d o n ' t  force simple
solutions on others.
11. ACT ON SIMPLE PROBLEMS;
— don 't bother others when 
help is n ' t  needed.
12. ASSESS PROBLEM MANAGEMENT; 
- - i t  needs continual 
a tte n tio n  (Kilmann, 1984a).
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WORK SHEET 
A STRATEGY FOR SKILL DEVELOPMENT
1. With background m ateria l presented in th is  section, use a team 
approach with the adm in is tra tive  cabinet to develop management 
s k i l l s  workshops to be attended by a l l  the managers w ith in  each 
d iv is io n .
2. Consider the assistance o f a professional consultant in planning 
and conducting the workshops.
3. Working as a team with the adm in istrative  cab inet, use the consensus 
build ing model on page 30 to reach agreement on a l l  o f  the components 
o f  a series o f workshops.
4. Determine a name or phrase to id e n t i fy  the management s k i l ls  concept 
you are developing. Use th a t  name frequently  u n t i l  i t  becomes e a s ily  
id e n t i f ia b le  with the concept, e . g . ,  p a r t ic ip a t iv e  management, team 
management, TEAMS (used in Tulsa).
5. Use the Ongoing Cycle fo r  Planned Change (Figure 5, page 9) as a 
sequential o u tl in e  fo r  planning.
6. Develop a handbook with a set of rules or gu ide lines , d e f in it io n s  of 
concepts and terms, app lica t ion  a c t i v i t i e s ,  e tc .
7. Before the workshops are taught, each member of the adm in istrative  
cabinet should have in te rn a liz e d  the concepts and have had a chance 
to present them in a teaching s itu a t io n .
8. Each member of the adm in is tra tive  cabinet should take a turn teaching 
s p e c if ic  management s k i l l s  concepts while other members ro le  play a 
v a r ie ty  of scenarios which could occur w ith in  a d iv is ion  workshop.
9. Depending upon the s k i l l  level and teaching a b i l i t y  of adm inistrative  
cabinet members, plan to include another q u a li f ie d  person to help 
conduct the workshops (consider a professional consultant).
10. Be certa in  to allow adequate time w ith in  th is  phase. Be able to
answer the following questions a f f i rm a t iv e ly  before moving forward:
Has a method fo r  introducing and applying your school d i s t r i c t 's  
management s k i l l  concepts been c le a r ly  established?
Is the head o f each d iv is ion  adequately prepared to present 
th is  concept to his division?
Are tra ined support s t a f f  ava ilab le  and prepared to help imple­
ment th is  program?
Identify
Strategy
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DEVELOP MANAGEMENT SKILLS
1. Conduct management workshops a t  ind iv idual work s ites  with  
managers who work together on a d a i ly  basis.
2. By conducting workshops on location  with co-workers, new m ate r ia ls ,  
ins igh ts , and methods are more l i k e ly  to be applied to work 
s itu a tio n s .
3. Monitor previous progress and the use o f m ateria l a t  the beginning 
of each workshop.
4. At the end o f each workshop, help managers develop an action plan
(page 55) fo r  applying the concepts discussed and the m ateria l received 
to th e ir  job in te ra c tio n s .
5. The end re s u lt  o f  the workshops should be fo r  managers to take 
successful management techniques and concepts and apply them to 
the real world o f school d i s t r i c t  d a i ly  a c t iv i t i e s  (Kilmann, 
1984a:157).
Prescribe
Action
STEP 2
MANAGEMENT SKILLS
WORK SHEET
( F i l l  in the A c t iv i ty  Time Line on page 55)
Prescribe
Action
4
How will you prescribe action?
DEVELOP A TIME LINE
2 .
3.
One of the most important aspects o f  the management s k i l ls  
workshops is the ongoing nature o f the sessions.
Plan a d is t r ic tw id e  one-year calendar with one workshop per 
month a t  each work lo ca t io n , including:
a one-day workshop each month fo r  the f i r s t  six months; 
a ha lf-day  workshop each month fo r  the next six months.
Three levels  of workshops should be held each month w ith in  the 
d is t r ic t :
Adm inistrative Cabinet ( f i r s t  week)
D ivis ion (second week)
Department/School ( th i rd  week)
Assess on a d is tr ic tw id e  level a t the end of one year the minimum 
number of "maintenance" workshops th a t  should be held annually at 
each level ( I b i d . ) .
Summarize on the flow chart and time line
at the end of this section. 54
AC TIVITY  
TIM E LINE: STEP 2
MANAGEMENT SKILLS
4
Prescribe
Action
Action Step "Person(s) Responsible Others Involved Begin/Complete
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STEP 2
MANAGEMENT SKILLS
EFFECTIVE OPERATION OF A MANAGEMENT TEAM
1. Whoever has primary re s p o n s ib i l i ty  in a given area has, 
in e f fe c t ,  the f in a l  say.
2. No member w i l l  make a decision with regard to a matter fo r  which 
he does not have a primary re s p o n s ib i l i ty .
3. Members o f the top management team need not l ik e  each o ther, but 
they must not a g i ta te  each other.
4. A top management team is not a committee. I t  is a team. A team 
needs a capta in . The team captain is  not the boss; he is  the 
leader.
5. Within his assigned sphere, a member of top management is  
expected to make decisions. But certa in  decisions should be 
reserved so th a t  only the team i t s e l f  can make these decisions. 
I t  should be determined in advance what these areas should be.
6. The top management task requires systematic and intensive work 
on communications among i ts  members.
7. Just because the organization chart shows a top management team 
i t  does not necessarily  mean there is  one. Safeguards should be 
made against forming d ic ta torsh ips  disguised as a top management 
team (Drucker, 1973).
TO BE PARTICIPATIVE, A MANAGER NEEDS TO. . .
BE PATIENT— temper your s ty le ;  calm down.
STRESS INTEGRITY— exemplify basic values o f honesty and regard fo r  people. 
KNOW THE BUSINESS— understand the product, the customer, the markets.
HAVE COMPASSION— be s e n s it iv e ,  to le ra n t ,  and respectfu l to others.
BE SELF-CONFIDENT— bel ieve you can do the jo b ,  and i n s t i l l  th is  b e l ie f
in others (C a tta b ia n i,  1983:6).
THE MANAGER AS TEACHER. . .
COUNSELS—younger managers are given constructive advice and feedback. 
EXCELS— in some aspect o f  his profession, he is  the best.
GIVES EXPOSURE— doors are opened fo r  younger managers; th e i r  work and 
accomplishments are seen.
IS A TOUGH TASKMASTER— challenges are made and excellence is expected
(C a tta b ia n i,  1983:4).
A GOOD MANAGER IS SOMEONE WHO TAKES A LITTLE MORE THAN HIS SHARE OF THE 
BLAME AND A LITTLE LESS THAN HIS SHARE OF THE CREDIT.
Implement
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Im p lem en t
Plan
STEP 2_________________
MANAGEMENT SKILLS
WORK SHEET
How will you implement your plan?
FROM THE TOP DOWN!
1. THE SECRET TO EFFECTIVE MANAGEMENT SKILLS WORKSHOPS IS THE LEVEL 
IN WHICH THEY FLOW:
The school board is f u l l y  supportive of the superintendent's  
leadership ro le ;
The superintendent is capable of the leadership required; and 
The adm in is tra tive  cabinet is f u l l y  supportive of and tra ined  
in the necessary concepts and techniques of management s k i l ls .
2. LEADERSHIP IS PROVIDED AND TRAINING IS RECEIVED:
Adm inistrative cabinet members use th e i r  knowledge of  
management s k i l ls  to e f fe c t iv e ly  lead t h e i r  d iv is ions in 
continuing the management s k i l l  cycle.
The teaching of leadership and management s k i l ls  becomes 
an ongoing part of the d i s t r i c t  at every le v e l .
3. THE SAME TIME LINE IS FOLLOWED AT THE THREE DISTRICT MANAGEMENT 
LEVELS FOR MONTHLY WORKSHOPS:
The workshop fo r  each lower level of management is preceded 
each month by the workshop fo r  the next higher level of 
management.
This keeps each level o f management motivated, prepared, and 
eager to pass learning on.
Management delivers  a consis tent, cohesive message that is 
attended to and monitored on a regular basis.
4. REPETITION IS IMPORTANT TO SUSTAIN LEARNING AND CHANGE:
A fte r  a month's tim e, i t  is easy to f a l l  back in to  the same 
old s ty le  and approach to management (Kilmann, 1984a:157).
Just as th is  is beginning to happen, another workshop is held.
Summarize on the flow chart and time line
at the end of this section. 57
STEP 2
MANAGEMENT SKILLS
MANAGEMENT SKILLS IN ACTION
CONCEPTS AND MATERIALS COVERED IN MANAGEMENT SKILLS WORKSHOPS 
CAN BE CLASSIFIED INTO TWO CATEGORIES:
1. Methods to manage people b e t te r .
2. Methods to manage problems b e t te r .
WORKING WITH PEOPLE AND SOLVING PROBLEMS GO HAND IN HAND:
1. I t  is apparent th a t  one set o f  methods cannot be learned without 
the other.
2. New conceptual, a n a ly t ic a l ,  and adm in is tra tive  s k i l ls  are needed 
to define and solve complex problems.
3. They must be supported by new and adaptive social and interpersonal 
s k i l ls .
THE "PROCESS RULES" ON PAGE 51 CONVEY THE SPIRIT BEHIND THIS MANAGEMENT
TRAINING:
1. They represent s p e c if ic ,  concise means fo r  reminding managers of  
s k i l ls  and concepts learned.
2. I t  becomes a convenient, e f fe c t iv e  way fo r  reminding each other  
when basic rules are v io la ted .
3. A ll managers should be encouraged to operate by the s p i r i t  of  
these ru les ,  thus increasing the l ike lih o o d  of e f fe c t iv e  per­
formance and morale.
THE CHANGE IN MANAGEMENT SKILLS SUPPORTS OTHER CHANGES TAKING PLACE:
1. Enacting these ' r u l e s '  becomes ingrained in the group cu ltu re .
2. The cu lture  then pressures a l l  members to address problems with  
adaptive management s k i l ls .
MANAGERS BECOME EAGER AND CAPABLE TO APPLY LEARNED SKILLS TO THE REAL 
WORLD AS THE SECOND STEP TO SUCCESS IS ATTAINED.
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STEP 2
MANAGEMENT SKILLS
WORK SHEET 
MOVING TOWARD PARTICIPATION
How will you evaluate results?
CHANGING HORSES IN MIDSTREAM:
1. People are often re s is ta n t  to change o f  any kind. Changing the 
way people who are in a c o n tro l lin g  position  in te ra c t  w ith those 
they supervise is a challenging proposition.
2. The natural response is :  "How I act got me here and has helped 
me to survive in th is  pos it ion . Why should I  change now?"
Evaluate
Results
ACCEPTING PARTICIPATIVE MANAGEMENT:
1. In his book on problem-solving and leadership s k i l l s ,  Norman Maier 
discusses the po ten tia l  effectiveness o f a decision (1963):
Two d i f f e r e n t  dimensions seem to be re levant in appraising  
a dec is ion 's  po ten tia l e ffec tiveness . One o f these is the ob­
je c t iv e  or impersonal q u a !ity  of the decision; the other has to 
do with i t s  acceptance and the way the persons who must execute 
the decisions fee l about i t .
2. The best decision in the world must be accepted by those who 
carry  i t  out before i t  can a c tu a lly  be e f fe c t iv e .
3. A c r i t i c a l  evaluation o f planned change in management s k i l ls  
includes answers to the following questions concerning a l l  
leve ls  o f management:
Do managers understand p a r t ic ip a t iv e  management?
Are they co-owners of the concept?
Do they understand that power l ie s  not in who makes the
decision, but in obtaining support fo r  the decision?
4. Stay a t  th is  step (management s k i l l s )  long enough to f irm ly  
estab lish  understanding and support o f the concepts of p a r t ic ip a ­
t iv e  management before proceeding to the next step (team b u ild in g ).  
A concerted e f f o r t  toward teaching management s k i l l s ,  communication 
through the management ranks, and patience w i l l  pay large dividends 
l a t e r .  Zenke (1985) advocates the fo llow ing philosophy:
A leader is best when people hardly know he e x is ts ;  
not so good when they obey and acclaim him; worse when 
they despise him. Fail to honor people, and they w i l l  
f a i l  to honor you. But of a good leader, when his day is 
done and his job is f u l f i l l e d ,  they w i l l  a l l  say: "We did
th is  ourselves!"
Summarize on the flow chart and time line
at the end of this section. 5g
STEP 2: MANAGEMENT SKILLS
PLANNED CHANGE FLOW CHART
List the basic activities required to accomplish each phase.
Diagnose
Needs
O bta in
Support
Iden tity
S trategy
Prescribe
Action
Im plem ent
Plan
Evaluate
Results
GO
5 Steps_____
To Success
STEP 2___________________
M A N A G EM EN T SKILLS
TIM E LINE
Begin __________
End
D iagnose
Needs Begin
Begin End
O b ta in
S upportEnd Evaluate
Results
Identify
StrategyIm p lem ent
Plan Begin
Begin
End
End
Prescribe
Action
Begin
End
Use this time line to help you project how long it will take for 
p l a n n e d  c h a n g e  to proceed, Phases 1-6. This may be used as a 
worksheet or as a record of the actual time line for accomplishment.
Do not move from one phase to the next until the previous phase 
has been completed. Any incompleted phase will eventually become 
a weak link in the structure of your school system.
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STEP 3___________
TEAM BUILDING
Team Building
Management Skills
Group Culture
5 Steps____  
To Success
STEP 3
FEAM BUILDING < D iagnoseNeeds
THE NEED FOR CREATING WINNING TEAMS
Peters and Waterman (1982) l i s t  the fo llow ing eight a t tr ib u te s  that  
characterize e x c e lle n t ,  innovative o rgan iza tions:
1. A Bias fo r  Action . Excellent organ izations, when faced with  
a problem, attack i t .  Rather than u t i l i z in g  committees, they 
are more apt to take 10 senior s t a f f ,  put them in a room for  
a week, and keep them there u n t i l  a solution is  forthcoming.
2. Close to the C l ie n t . Very good organizations learn from the 
people they serve. They l is te n  in te n t ly  and re g u la r ly .
3. Autonomy and Entrepreneurship. Excellent organizations give  
freedom and au thority  to t h e i r  subunits. They encourage 
r is k -ta k in g  and support good t r i e s .
4. P rod uctiv ity  through People. The exce llen t  organizations  
respect the in d iv id u a l . Although a simple concept, i t  
occupies a major portion o f management's time.
5. Value Driven. Excellent organizations s t ick  to th e i r  values 
(philosophies) cons is ten tly .  This is more important than 
organizational s tru c tu re ,  innovations, and tim ing.
6. S tick to the K n it t in g . Keep to the business you know. Do 
not expand away into other areas.
7. Simple Form, Lean S t a f f . Keep s tructure  e legan tly  simple. 
Top-level s ta f fs  are lean.
8. Simultaneous Loose-Tight P ro p erties . Excellent organizations  
are both cen tra lized  and decen tra lized .
Peters and Waterman ( I b i d . )  observed th a t  ordinary people can be stimu­
lated to unusual, productive e f f o r t  by making them members o f  winning 
teams. They fu r th e r  noted:
We observed, time and again, extraord inary  energy exerted  
above and beyond the c a l l  o f  duty when the worker . . .  is given 
even a modicum of apparent control over his or her destiny.
Harvard scholar P a tr ic ia  Cross (1984:70) trans la ted  th is  concept to  
educations:
From these recent works on e f fe c t iv e  business organ izations,
I conclude th a t ,  u n t i l  we can stim ulate  the ordinary people in  
schools to put fo r th  "unusual e f f o r t , "  we w i l l  not have las t ing  
excellence in education.
We need to make ordinary people members o f winning teams.
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STEP 3
TEAM BUILDING
D iag n o se
Needs
WORK SHEET
How will you diagnose needs?
CREATING WINNING TEAMS
1. Acknowledge the need fo r  excellence.
2. Acknowledge th a t  i t  w i l l  not occur in a widespread fashion in 
your school system by ind iv idual e f f o r t  alone.
3. A team e f f o r t  w i l l  be required. I t  w i l l  take concentrated,
organized, and consistent s tr iv in g  with a p a r t ic ip a t iv e  approach.
4. I t  w i l l  estab lish  a win-win s itu a t io n :
Team members w i l l  be allowed to a c tu a lize  th e i r  present 
a b i l i t i e s  as well as ra ise  th e i r  level of s k i l l s .
The school system w i l l  increase in the q u a li ty  and 
quantity  o f output (Zenke, 1985).
5. I t  is  possible to build  p a r t ic ip a t iv e  teams i f  the f i r s t  two steps 
fo r  build ing a successful school system are already in place:
A planned change in group cu ltu re  has replaced negative,  
dysfunctional norms with p o s it iv e ,  adaptive norms which 
are sanctioned and monitored by group members.
A consis tent, ongoing e f f o r t  to implement p a r t ic ip a t iv e  
management s k i l ls  has been f irm ly  established (Kilmann,
1984a:160).
Summarize on the flow chart and time line
at the end of this section. 64
STEP 3____________
TEAM BU ILD IN G
Building S ta f f  Morale
George Mason Univers ity  conducted a recent study of employees' 
responses to "What they want from th e i r  jobs ,"  and management's 
conception o f  "What employees want from th e i r  jobs."  Note the 
s tr ik in g  misconception on the part of management: The f i r s t  thing
desired by workers was " fu l l  appreciation fo r  work done," while  
management thought the f i r s t  thing desired was "good wages".
WHAT WORKERS WANT FROM THEIR JOBS
Employees Management
Rank Rank
Full Appreciation fo r  Work Done 1 8
Feeling "in" on Things 2 10
Sympathetic Understanding o f
Personal Problems 3 9
Job Security 4 2
Good Wages 5 1
In te re s tin g  Work 6 5
Promotion and Growth with Company 7 3
Management Loyalty to Workers 8 6
Good Working Conditions 9 4
Tactfu l D isc ip lin ing 10 7
ANALYSIS:
Employee morale is  founded on a fee l in g  o f se lf -w o rth ,  
recognition fo r  a job well done, comfort with evaluation methods, 
and a fe e l in g  o f being included in deciding how his or her work is 
to be performed or changed. To ignore th is  is to create a climate  
of stress.
Prepared from a s im ila r  report o f the George Mason Univers ity  
Studies reported by Pat Weiler in Lighting the F ire : A Process fo r
Building S ta f f  Morale and ExcellenceT A r lin g to n , V irg in ia :
National School Public Relations Association, 1984, p. 9.
STEP 3
TEAM BUILDING
Communication Is a Key to Motivation
A 1982 survey o f  32,000 employees in 26 corporations in the 
United States and Canada produced c r i t i c a l  information fo r  school 
administrators in terested in improving th e i r  communications with 
s t a f f  and resu lt ing  s t a f f  m otivation.
From the described survey, the following chart i l lu s t r a te d  the 
differences between employees' preferred methods fo r  receiving  
information about th e i r  organization and current methods fo r  
receiv ing information.
EMPLOYEE PREFERRED AND CURRENT MAJOR SOURCES 
FOR RECEIVING ORGANIZATIONAL INFORMATION
Sources of Ranking o f Ranking of
Information Preferred Current
Major Sources Major Sources
My immediate supervisor 1 1
Small group meetings 2 4
Top executives 
Employees handbook/other
3 11
brochures 4 3
Local employee publication 5 8
O rientation  program 
Organization-wide employee
6 12
publication  
Annual s ta te -o f- th e  business
7 6
report 8 7
B u lle t in  boards 9 5
Upward communication program 10 14
The union 11 9
Mass meetings 12 10
Audio-visual programs 13 15
Mass media 14 13
The grapevine 15 2
Prepared from a s im ila r  report o f the United States/Canada 1982 
survey reported by Pat W eiler in Lighting the F ire : A Process for
Building S ta f f  Morale and Excellence. Arlington , V irg in ia :  
National School Public Relations Association, 1984, p. 8.
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STEP 3
TEAM BUILDING
WORK SHEET
How will you obtain support?
BUILDING SUPPORT FOR TEAMS
All group members must extend themselves and acknowledge ahead o f time 
tha t a p a r t ic ip a t iv e  team approach w i l l  require  a p a r t ic ip a t iv e  e f f o r t  
to achieve:
1. For any management program to be successful, i t  must be endorsed 
by the school board, Erickson and Gmelch (1977) stress:
Board members must r e a l iz e  th a t  increased time and 
energy w i l l  be involved on the part  o f a l l  p a r t ic ip a t in g  
adm inistrators . When the management is f i n a l l y  launched, 
i t  w i l l  be helpful i f  the team members as well as the board 
can i n i t i a l l y  focus on the contributions and successes of  
the team rather than on a possible unstable growth process.
2. Researchers studying group in te ra c t io n  among managers moving from 
au th o r ita r ian  to p a r t ic ip a t iv e  sty les  have noted concerns which 
in h ib i t  good group in te rac tio n  and must be resolved i f  success 
is to occur (Burton, 1984:11), including:
fear  of making mistakes in fro n t  o f  peers;
lack of t ru s t ;  and
fear  of peer evaluations.
Such concerns must be recognized honestly, and solutions should 
continually  be sought to fu r th e r  the effectiveness of group 
in te ra c t io n .
3. There has been a pers istent h is to ry  o f  c o n f l ic t  and lack o f  t ru s t  
between workers and management. For p a r t ic ip a t iv e  teams to operate 
successfully , however, an operating level of t ru s t  much be achieved 
in harmony with the words o f Woodrow Wilson (Shea, 1984:15):
I f  there is one p r in c ip le ,  c le a re r  than any o ther, i t  
is t h is - - t h a t  in any business, whether of government or mere 
merchandising, somebody must be trusted .
Take enough time and patien t e f f o r t  to obtain support fo r  the team 
building process as the foundation to a l l  other e f f o r t s .
O bta in
S upport
Summarize on the flow chart and time line
at the end of this section. 67
STEP 3____________
TEAM BU ILD ING
HERZBERC'S MOT I VATION-HYGIENE THEORY
A CLASSIC PROFILE OF MOTIVATORS AND HYGIENE FACTORS IN AN ORGANIZATION
MOTIVATION (GROWTH FACTORS) 
JOB SATISFACTION 
INTRINSIC TO JOB
ACHIEVEMENT
RECOGNITION
WORK ITSELF
RESPONSIBILITY
ADVANCEMENT
GROWTH
COMPANY POLICY AND ADMINISTRATION
SUPERVISION
INTERPERSONAL RELATIONSHIPS
WORKING CONDITIONS
SALARY**
STATUS
SECURITY
1.  F a c t o r s  i n v o l v e d  i n  p ro du ci n g  j o b  s a t i s f a c t i o n  (and m o t i v a t i o n )  a r e  s e p a r a t e
and d i s t i n c t  f rom t h e  f a c t o r s  t h a t  l e a d  t o  j o b  d i s s a t i s f a c t i o n .
2 .  The o p p o s i t e  o f  j o b  s a t i s f a c t i o n  i s  n ot  j o b  d i s s a t i s f a c t i o n ,  b ut  no j o b
s a t i  s f a c t i  o n .
3 .  S i m i l a r l y ,  t h e  o p p o s i t e  o f  j o b  d i s s a t i s f a c t i o n  i s  n ot  j o b  s a t i s f a c t i o n ,  but
no j o b  d i s s a t i s f a c t i o n .
*  Avoi dance of  p a i n !
* *  Because of  i t s  u b i q u i t i o u s  n a t u r e ,  s a l a r y  commonly shows up as a m o t i v a t o r  
as w e l l  as h y g i e n e .  A l t ho ug h  p r i m a r i l y  a h y g i e n e  f a c t o r ,  i t  a l s o  o f t e n  
t a k e s  on some of  t h e  p r o p e r t i e s  of  a m o t i v a t o r ,  w i t h  dynamics s i m i l a r  t o  
t ho se  of  r e c o g n i t i o n  f o r  a c hi e ve me n t .
HYGIENE ( KITA FACTORS)* 
JOB DISSATISFACTION 
EXTRINSIC TO JOB
Identify
Strategy
H e r z b e r g ,  F r e d e r i c k .  "One More Time:  How Do You M o t i v a t e  Employees?" Ha r v a r d  Business
R e v i e w , J a n u a r y - F e b r u a r y  1 968.
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TEAM BUILDING
ADVANTAGES OF TEAM CONSENSUS 
OVER
CHIEF ADMINISTRATOR DECISION-MAKING
Identify
Strategy
1. The presence of other team members usually increases the 
q u a lity  of ones' work.
2. The resources, knowledge, and expertise  o f  d i f fe re n t  
indiv iduals are pooled.
3. The usual errors of change w i l l  be reduced when more than 
one person is working on a decision.
4. Ind iv iduals ' b lind  spots are usually  illum inated when more 
than one ind iv idual is involved in the decision.
5. Team discussion often stimulates new ideas which might not 
occur to ind iv iduals  working alone.
6. There is more security  in taking risks as a group rather  
than as ind iv iduals  (Erickson and Gmelch, 1977).
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TEAM BUILDING
AVOID ROADBLOCKS IN CONSENSUS BUILDING
1. Avoid decision procedures such as m ajo r ity  vote, tossing a coin,  
averaging, or bargaining. Such procedures w i l l  tend to s p l i t  the 
group into winners and losers and fo s te r  argumentation ra ther than 
ra tion a l reso lu tion .
2. Encourage others to express th e i r  d i f fe r in g  opinions. The team 
needs a l l  the information a v a i la b le ,  and sometimes the qu ie ter  
members of the team need encouragement to contr ibute .
3. Avoid b l in d ly  arguing fo r  your own personal ideas or "competing" 
with other team members. In management by consensus, e i th e r  the 
group is v ic torious or no one wins.
4. Do not t r y  to a r r iv e  a t  premature agreements or compromises. Such 
decisions are often made with in s u f f ic ie n t  information and without 
c le a r ly  outlined underlying assumptions.
5. Avoid changing your mind so le ly  to reach an agreement or to 
a l le v ia te  c o n f l ic ts .
6. Each point of view should be paraphrased accurately  to the s a t is ­
fac t ion  of i t s  advocate p r io r  to any action being taken. This is 
esp ec ia lly  important with respect to those with m inority  views, 
since they should fee l th a t  th e i r  suggestions have been understood 
by a l 1.
7. Once the decision has been reached, everyone should agree to 
support and not subvert i t .
8. Of utmost importance are c lear  expectations o f  what method of 
decision making w i l l  be u t i l i z e d  fo r  any s p e c if ic  decision.  
These expectations should be c la r i f i e d  in advance so th a t  team 
members are aware of the "Rules Of The Game" (Erickson and 
Gmelch, 1977).
Identify
Strategy
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STEP 3
TEAM BUILDING
BUILDING A COMMUNITY SUPPORT TEAM
Identify
Strategy
David Else, superintendent o f the Galva-Holstein (Iowa) Community 
School D is t r ic t ,  gives suggestions fo r  e f fe c t iv e  use of a d v i s o r y  
committees (1983:34):
1. Create only essentia l committees which have a sp ec if ic  
task to be accomplished.
2. Spell out the advisory function of the committee;
establish good communications with the committee and 
learn to respect i ts  judgment.
3. Design the committee's structure  c a r e fu l ly ,  determining 
the representative makeup, the length o f members' terms, 
and how long the committee w i l l  e x is t .
4. Give the pro ject formal board support.
5. Communicate with a l l  committee members why they are 
meeting, what is expected and how they can id e n t i fy  
when objectives are accomplished.
6. Develop sp ec if ic  goals and c lea r  objectives to provide 
d ire c t io n ,  suggest ta rg e t  completion dates, and provide 
ways to measure impact.
7. Set frequent meetings with the committee chairmen and 
the superintendent to discuss progress and maintain  
f l e x i b i l i t y  of format and agenda.
12
STEP 3
TEAM BUILDING
STRATEGY AND STRUCTURE OF MANAGEMENT TEAMS
ERICKSON AND GMELCH (1977) PROPOSE A METHOD FOR IMPLEMENTING THE 
TEAM MANAGEMENT APPROACH USING LIKERT'S "LINKING PIN" CONCEPT (1961:113) 
AS DEPICTED ON PAGE 71:
There are certa in  conditions w ith in  organizations which 
build barr ie rs  to e f fe c t iv e  team operation. In many, the 
levels  of t r u s t ,  support, m otivation, and cooperation are 
usually  lower than leve ls  desired fo r  e f fe c t iv e  team manage­
ment. In add it ion , the norms and cu ltu re  of most organiza­
tions do more to block open expressions of interpersonal 
fee lings than to f a c i l i t a t e  honest communication. Also, the 
use o f  groups more often tends to be counterproductive than 
synerg is tic  in a rr iv in g  a t  solutions because of the predomi­
nance of competitive ra ther than co llab o ra t iv e  individual  
behavior.
The adm inistrator may be able to implement team manage­
ment in an organization by using overlapping independent work 
groups characterized by L ik e r t 's  " link ing  pin" concept. I f  
management teams are organized according to the " link ing  pin" 
concept, i t  must be kept in mind that what happens to one team 
w i l l  a f fe c t  and w i l l  be influenced by what happens in other 
teams w ith in  the organ ization . Employees in 1ink-p in  roles  
w i l l  be in be tte r  positions to f a c i l i t a t e  changes and communi­
cation w ith in  th e ir  own groups.
THE TULSA (OKLAHOMA) BOARD OF EDUCATION ADOPTED THE FOLLOWING "MANAGEMENT 
TEAM” POLICY STATEMENT (BURTON, 1984:16):
The board has the highest concern fo r  both people and 
production w ith in  the organizational structure  of th is  school 
d i s t r i c t .  Therefore, the Board endorses a s ty le  of leadership  
which w i l l  promote team management.
The management team is organized on the premise that the 
m u ltip le  re s p o n s ib i l i t ie s  of the superintendent can be bette r  
served by establishing a means which w i l l  permit the best 
th inking of s t a f f  members to be brought to bear on school 
problems. Although the Board and the superintendent cannot 
absolve themselves of le g a l ly  constituted re s p o n s ib i l i t ie s ,  
the team provides fo r  a two-way flow of information and e f fe c ­
t iv e  action resu lt ing  from group th inking .
The superintendent w i l l  lead, determine, s tructure  and 
designate membership fo r  the to ta l  management team. This team 
is responsible to the superintendent who, in tu rn , is respon­
s ib le  to the Board.
Identify
Strategy
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How will you identify strategy?
LAYING THE FOUNDATION
1. With adm in is tra tive  cabinet p a r t ic ip a t io n ,  id e n t i fy  and ou tl ine  
a sp e c if ic  management team structure  in harmony with id e n t i f ie d  
cu ltu ra l norms and management s k i l l s  already adopted by your 
d i s t r i c t  (use resource m ateria l previously l i s t e d ) .  This is  an 
important time to e n l is t  the services of a professional consultant 
(Kilmann, 1984a:162).
2. Involve the school board and management team in the same manner 
used in establish ing management s k i l l s ,  as described on pages 45, 
49, and 52.
3. Work cooperative ly  with the school board and adm in is tra tive
cabinet to develop a management team policy statement (see page 
73).
Identify
Strategy
Summarize on the flow chart and time line
at the end of this section. 74
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ESTABLISH EFFECTIVE TEAMS
ACTION IS SUGGESTED TO ESTABLISH AND MAINTAIN EFFECTIVE TEAMS RATHER THAN 
WORKING TO ACHIEVE THE ORGANIZATION'S MISSION THROUGH LOOSE COLLECTIONS 
OF INDIVIDUALS OR ADVERSARIAL CLIQUES (KILMANN, 1984a:163). THREE MAIN 
CATEGORIES SHOULD BE ADDRESSED:
1. Indiv idual Counseling:
Consider how to manage the very uncomfortable and d i f f i c u l t  
problems created by troublemakers whose behavior severely  
disrupts performance and morale throughout the school system 
(see page 76).
2. Team B u ild in g :
Consider ways to make each group w ith in  the school system an 
e f fe c t iv e  team.
3. Interteam B u ild in g :
Recognize th a t  your school system consists o f in te rlock ing  groups, 
not independent u n its .  Problems th a t  cut across many groups and 
require a multigroup e f f o r t  should be addressed.
THESE THREE APPROACHES ARE CONDUCTED IN SEQUENCE:
1. Troublemakers must be managed before groups can f u l l y  function as 
teams;
2. Each group must be functioning well before the more complicated 
intergroup problems can be tackled.
3. With the id e n t i f ie d  foundation in p lace, interteam building can begin.
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UNDERSTANDING TROUBLEMAKERS
1. Through three-dimensional th inking (Chapter One) we b e tte r  under­
stand how the psyche forms and protects i t s e l f .  We appreciate  
th a t  troublemakers do not learn much from the change program 
because change is ju s t  not t h e i r  s ty le .
2. Because o f the confronting manner in which troublemakers are con­
t r o l le d ,  th is  process should be guided by consultants u n t i l  the 
managers and members can learn to do th is  themselves.
3. Troublemakers enact unhealthy, destructive  forms of behavior that  
k i l l  the organ ization 's  s p i r i t  and performance. They are insecure 
and troubled people who cope with inner c o n f l ic ts  and negative 
self-images by pro jecting  them onto other people.
4. Troublemakers spend most o f t h e i r  energy su rv iv in g , defending, 
pro tectin g , and l iv in g  out th e i r  problems on others. They are 
troubled persons very much a t  war with l i t t l e  or no inner peace.
5. A change program encourages a l l  members to look a t  themselves and 
to expose th e ir  cultures and t h e i r  assumptions.
6. A troublemaker may very well in te rp re t  any program of planned change 
as an act o f war, an invasion o f his t e r r i t o r y ,  and as a real th rea t  
to the maintenance o f  his ego.
7. Troublemakers in any organization are very hard workers who succeed 
despite th e i r  d is ruptive  behavior. I t  is very uncomfortable fo r  
most "normal" people to deal with troublemakers.
8. E s s e n t ia lly ,  people often look the other way and hope the problem 
is not there . D i f f i c u l t  problems can be suppressed by the culture  
as w e ll:  see no e v i l ,  hear no e v i l ,  and speak no e v i l  (Kilmann, 
1984a:170).
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INDIVIDUAL COUNSELING
Aided by professional consultants, the counseling process fo r  managing 
troublemakers consists of four steps:
1. L is t ing  the troublemakers. Top managers may have been looking the 
other way as troublemakers played on the fears and doubts o f the member­
ship, but the school system should not do th is  any more— the cost is too 
high. As people are put on the a l e r t ,  people become much more conscious 
of the troublemaking phenomenon: Why has i t  been ignored so long? 
Developing a l i s t  of troublemakers is made more d i f f i c u l t  as people are 
a fra id  to reveal th e i r  names fo r  fe a r  o f job loss or harassment.
2. Conducting the f i r s t  feedback session. Each id e n t i f ie d  troublemaker 
is scheduled fo r  a separate feedback session with a tra ined  consultant, 
who f i r s t  summarizes why the ind iv idual was asked to attend. The con­
su ltan t shares reported incidents and impressions others have of him 
(while protecting the c o n f id e n t ia l i ty  o f the source), emphasizing that  
these might be t o t a l l y  d is torted  and inaccurate. Often the person is 
t o t a l ly  shocked. In the best cases, the person responds p o s it iv e ly  and 
proceeds to o u tl in e  plans to correct perceptions and behavior. In most 
cases, the i n i t i a l  response is more defensive and h o s t i le .  But a message 
has been given, and the person has been put on the a le r t  with a fo llow -  
up meeting set to see how things are going.
I f  the whole change program is  successful, the new cu ltu re  w i l l  
make certa in  th a t  d isruptive  behaviors o f the past are confronted quite  
dram atica lly  by other group members.
I t  is  essentia l tha t top management support and power o f the h ie r ­
archy be behind a confrontive approach. Then when members and troub le ­
makers are to ld  in no uncertain terms th a t  d isruptive  behavior w i l l  not 
be to le ra te d ,  the message w i l l  be received.
3. Conducting Follow-Up Sessions. For those who responded defensively  
during the f i r s t  session, d is rup tive  behavior is expected to continue. 
Because they are not in control o f th e i r  inner dynamics and have trouble  
responding to feedback, follow-up sessions are required. During these 
sessions, consultants see c r e a t iv i t y  a t  work and r e a l i t y  d is to rted  to 
f i t  the troublemaker's needs. The purpose of the counseling sessions
is to stop d is rup tive  behavior. Any therapy is voluntary and conducted 
outside the school system by professionals other than the consultants.
4. Concluding the Sessions. There may be as many as 4-6 sessions over 
a period o f several months fo r  the troublemaker. The purpose is to help 
ind iv iduals squelch d isruptive  behavior before i t  causes tro ub le . As 
the system responds to the planned change program, other members become 
much more assertive  about confronting d isruptive  behavior. Trouble­
makers are now stopped cold by things they got away with in the past. 
Everything is more v is ib le ,  transparent, and under close watch. As 
members become more in charge of the system, troublemakers cannot get 
away with what went on before (Kilmann, 1984a:174).
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UKUUK 1NU1LAI UKb Ut A NttU tUK I tAM BUILDING A U i V l l l t b :
1. Domination by the leader.
2. Warring cliques or subgroups.
3. Unequal p a r t ic ip a t io n  and uneven use of group resources.
4. Rigid or dysfunctional group norms and procedures.
5. A climate of defensiveness.
6. Uncreative a l te rn a t iv e s  to problems.
7. Restricted communications.
8. Avoidance o f d ifferences or potentia l c o n fl ic ts  (Dyer, 1977:57).
ANALYSIS OF GROUP PERFORMANCE
1. What are the group's objectives?
2. Is the group accomplishing these objectives?
3. What does the group do p a r t ic u la r ly  well in performing i ts  task?
4. What obstacles prevent the group from performing i ts  tasks?
5. Are group members spending the r ig h t  amount o f time on the r ig h t
tasks with the r ig h t  objectives in mind?
6. Do group members fee l tha t th e i r  time is not spent in the most
productive way? How is th e i r  time being diverted?
7. Do members fee l tha t a l l  th e ir  expertise  and experience are being
u t i l iz e d ?  How could th e i r  ta le n t  be used more productively?
8. Are a l l  issues brought out so th a t  any problem can be addressed with  
f u l l  information and member expertise? How are some issues being 
avoided?
9. Do problems get solved or do they constantly reappear? Why do 
group solutions get lo s t  during implementation?
10. Are members s a t is f ie d  with the q u a li ty  of decision making? What
is the source of t h e i r  d is s a t is fa c t io n  (Kilmann, 1984a:177)?
INTERGROUP BARRIERS
1. Unit members avoid or withdraw from in teractions with people from 
another work u n it  when they should be spending more working time 
together.
2. The mutual product or end resu lt  desired by both units is delayed, 
diminished, blocked, or a lte red  to the d is s a t is fa c t io n  o f one or 
both pa rt ie s .
3. Needed services between units are not asked fo r .
4. Services between units  are not performed to the s a t is fa c t io n  of  
those in the un its .
5. Feelings of resentment or antagonism occur as a re s u lt  o f  u n it  
in te rac tio n s .
6. People fee l f ru s tra te d ,  re jec ted , or misunderstood by those in the 
other un it  with whom they must work.
7. More time is spent in e i th e r  avoiding or circumventing in te ra c tio n  
with the other u n i t ,  or in te rn a l ly  complaining about the other u n i t ,  
than in working through mutual problems (Dyer, 1977:118).
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1. Entry in to  the Work Group
The conservative approach is fo r  the consultants to f ind  out i f  
the members are ready fo r  an open dialogue with th e i r  manager.
I f  they a re ,  i t  does not take much e f f o r t  to bring the manager 
in fo r  the next meeting.
I f  the members d is tru s t  th e i r  manager and fe a r  reprisa ls  i f  honest 
feedback takes p lace, some prelim inary work needs to be done.
The group should meet on i ts  own to discuss safe issues f i r s t  and 
more d e lica te  issues a l i t t l e  la te r .
As t ru s t  develops, the manager can enter the process.
2. Diagnosing Group Problems
Members answer questions in d iv id u a lly  before discussion takes 
place (Analysis of Group Performance, page 78).
The group leader summarizes ind iv idual and group responses on a 
f l i p  chart or chalkboard so everyone can see.
Force f ie ld  analysis [Hamilton, 1975:105] can be used fo r  problem 
diagnosis, l is t in g  forces fo r  and forces ag a in s t .
Information penetrating the inner workings o f  the group becomes 
av a ila b le .
The most important problems facing the work u n it  are defined.
Consensus is  used to solve simple problems.
A more elaborate method is used to solve complex problems.
Problems beyond the group's boundaries are postponed u n t i l  in t e r ­
group build ing e f fo r ts  are undertaken.
Members come to r e a l iz e  there is strength in th e i r  group.
Data is summarized fo r  the manager, who is in v ited  to fu tu re  meetings.
3. Deriving Solutions and Developing Action Plans
Usually a very ac t ive  discussion unfolds when the members are 
asked to consider what can be done to solve t h e i r  group's problems. 
Some of th is  exuberance stems from the promise o f managing th e ir  
own problems, whereas, in the past they had not examined problems.
Once a problem is defined, consensus is used to reach a so lu tion .
I t  is useful to uncover assumptions being made concerning how any 
re levant stakeholders w i l l  react to contemplated changes.
4. Implementing the Action Plans
A useful approach is to form several subgroups o f two or more members 
each to take re s p o n s ib i l i ty  fo r  implementing one or more action plans. 
As implementation proceeds, i n i t i a l  plans w i l l  be modified.
5. Monitoring and Evaluating the Result
The outcome of a l l  p r io r  steps are assessed to see i f  id e n t i f ie d  
problems have been resolved.
4
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INTERTEAM BUILDING
1. Entry into  the Other Work Groups
Once team-building e f f o r t s  have improved the functioning of  several  
work groups, i t  is qu i te  apparent how various intergroup problems 
are holding groups back.
A group may not be able to begin a task u n t i l  i t  receives cer ta in  
inputs from another group.
The value of  the group's contributions may be af fected by how well  
i t s  output is a c tu a l ly  u t i l i z e d  by some other group.
These important task flows may be hindered by one or more intergroup  
barr ie rs  (see page 78) .
As soon as each group has " i t s  own house in order ,"  i t  is time to 
consider intergroup problems fu r th e r .
2. Diagnosing Intergroup Problems
The members in each group l i s t  (a) t h e i r  perceptions o f  the other  
group's object ives ,  tasks,  and r e s p o n s ib i l i t i e s ;  (b) the "gut 
image" they have of  the other  group; and (c)  t h e i r  expectations o f  
how the other group sees them.
Group members become aware o f  the vast ly  d i f f e r i n g  perceptions that  
e x is t  concerning the work domain of  every group.
A second major discovery is  the sharing of  "gut images" with other  
groups, which can have a very powerful e f f e c t .
A s t a r t l i n g  comparison is made between each group's e x p l i c i t  expectations
of  how i t  would l i k e  to be seen and how i t  is ac tu a l ly  seen by others.  
Groups meet back together  to discuss a l l  f indings in open forum.
3. Deriving Solutions and Developing Action Plans
A community discussion is held to derive solutions and formulate
act ion plans to resolve the problems that  were id e n t i f i e d .
Since the focus is on i n t e r t eam bu i ld ing ,  subgroups formed around 
i n i t i a l  action plans should have members from d i f f e r e n t  work groups. 
Problems created by current  group boundaries should not get in the 
way o f  solving the problems.
4. Implementing the Action Plans
A f te r  sharing action plans in a community meeting, discussion moves 
to implementation.
Consideration must be given to f e a s i b i l i t y ,  t ime,  and resources.
P r i o r i t y  might be given to plans with short-term resu l ts .
A t imetable  should be developed to coordinate a l l  act ions.
5. Monitoring and Evaluating the Results
I f  plans and methods of  implementation match id e n t i f ie d  problems 
and unique circumstances, and i f  s u f f ic ie n t  time and energy are 
devoted, considerable progress should be made (Kilmann, 1984a:182).
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( F i l l  in the A c t i v i t y  Time Line on page 82)
How will you prescribe action?
QUESTIONS TO BE RESOLVED:
1. Wil l  funding be ava i lab le  to h i re  an outside consultant i f  th is  
has not already been done?
2. Has support of  the school board, management, and d i s t r i c t  members 
been attended to and maintained?
3. Do group members understand that  (a) a structure has been estab­
l ished (p a r t i c ip a t iv e  approach to team management) and that  (b) 
a process needs to be fol lowed in sequence ( ind iv idual  counseling 
team bui ld ing- inter team bui ld ing)?
Summarize on the flow chart and time line
at the end of this section, si
ACTIVITY , r *
TIME LINE: STEP 3 A Pr7scribe
TEAM BUILDING A ction
Action Step *Person(s) Responsible Others Involved Begin/Complete
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Plan
1. Team bui ld ing works on single parts of  the school system 
one at  a t ime.
2. Interteam building is necessary because the parts of  a school 
system are highly interdependent,  forming an open system.
3. Members from one group observe and in te ra c t  with members from 
other groups. They compare, compete w ith ,  help, and hurt one
4. The object ive  o f  interteam build ing is to promote the most 
functional re lationships among groups.
5. The troublemakers must be managed before any s ig n i f ic a n t  progress 
can occur with team bui ld ing ,  which encourages three-dimensional  
thinking in dealing with the human psyche.
6. S im i la r ly ,  s u f f ic ie n t  progress with each team-building e f f o r t  is 
necessary before an interteam e f f o r t  can begin. I t  is very 
d i f f i c u l t  to work out the problems that  d iv ide two or more groups 
i f  the groups themselves are unable to discuss t h e i r  own behavior.
another.
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How will you implement your plan?
TROUBLEMAKERS BEWARE!
1. How can top management re in force  the message tha t  the disrupt ive  
behavior of  troublemakers w i l l  no longer be tolerated?
2. Develop a scenario of  d is rupt ive  behavior which could occur 
within  your school system.
3. Using the Ongoing Cycle of  Planned Change as a model, construct  
stra tegy,  action steps, a time l in e ,  and a method for  evaluating  
the successful squelching o f  tha t  d isrupt ive  behavior within  
your system (see Figure 5,  page 9 ) .
Im p lem en t
Plan
Summarize on the flow chart and time line
at the end of this section. 84
STEP 3
TEAM BUILDING
ROLE
SELF AWARENESS AND TEAM FEEDBACK 
RATING SCALE
BEHAVIOR
DESTRUCTIVE
BLOCKER
DISTRACTOR
DOMINATOR
NIT-PICKER
WITHDRAWER
is stubborn; disagreeable;  
c r i t i c a l
engages in i r re le v a n t  chatter ;  
passes notes
asserts author i ty ;  speaks 
loudly; seeks a t tent ion
magnifies in s ig n i f ic a n t  
deta i ls
is s i l e n t ;  acts bored; 
shows lack of  in te re s t
N E V E R ----------------- O FTE N
0 1 2 3 4 5
CONSTRUCTIVE
CLARIFIER
CONTRIBUTOR
MEDIATOR
SUPPORTER
TASK MASTER
c l a r i f i e s  ideas;  
summarizes
suggests new ideas; 
generalizes
attempts to reconcile  
di fferences
encourages other members; 
accepts others'  contributions
keeps group focused 
and on task
N E V E R ----------------- O FTE N
0 1 2 3 4 5
Rate yourse l f  or a team member in each of the ro les ,  or ,  
enter the i n i t i a l s  of  various team members in the gr id  under 
the appropriate number. Share your perceptions in a support­
ive ,  nonthreatening manner (Turner,  1985:19).
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How will you evaluate results?
1. When individual counseling, team bui ld ing ,  and interteam building  
have had th e i r  impact on the school system, the overa ll  q ua l i ty  
of decision making and act ion taking w i l l  be improved.
2. The learning of management s k i l l s  w i l l  be ingrained in the way 
a l l  problems are addressed in each group.
3. The cu l ture  w i l l  have changed to support information sharing,  
assertiveness in s tat ing new posit ions and perspectives, and 
cooperation among a l l  work un i ts .
4. The cu l ture  w i l l  help def ine and solve problems tha t  cut across 
group boundaries. These are problems o f  the school system and 
not ju s t  of  the group.
5. Even i f  a l l  these steps are e n t i r e ly  successful, integrated  
planning for  the strategy and structure of  the school system 
w i l l  not have occurred. Only the informal agreements, under­
standings, and cultura l  norms w i l l  have been modified.
6. Now is the time to get the v is ib le  and tangib le  features of  the 
school system moving in the r ig h t  d i rec t ion  through integrated  
planni ng.
Summarize on the flow chart and time line
at the end of this section. 86
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List the basic activities required to accomplish each phase.
Diagnose
Needs
Obtain
Support
Identify
Strategy
Prescribe
Action
Implement
Plan
Evaluate
Results
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5 Steps_____
To Success
STEP 3_____________
TEAM BUILDING
TIME LINE
Begin __________
End
Diagnose
Needs Begin
Begin End
Obtain
SupportEnd Evaluate
Results
PLANNED
CHANGE
Identify
StrategyImplement
Plan Begin
Begin
End
End
Prescribe
Action
Begin
End
Use this time line to help you project how long it will take for 
p l a n n e d  c h a n g e  to proceed, Phases 1-6. This may be used as a 
worksheet or as a record of the actual time line for accomplishment.
Do not move from one phase to the next until the previous phase 
has been completed. Any incompleted phase will eventually become 
a weak link in the structure of your school system.
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Integrated Planning
Team Building
Management Skills
Group Culture
5 Steps____  
To Success
STEP 4
INTEGRATED PLANNING
STRATEGIC PLANNING
1. Planning is deciding in the present what to do in the fu ture .
I t  comprises the determination of a desired future  and the steps 
necessary to bring i t  about.
2. I t  is the process whereby companies reconcile th e i r  resources with 
t h e i r  objectives and opportunit ies.
3. Planning is not a corporate stepchild.  Rather,  i t  is a v i t a l  
part  of the management process.
4.  Planning cannot solve your problems. But i t  can help you focus on 
what the problems and opportunit ies are ,  consider the reasonable 
responses, and make be t te r  decisions about the future  of  your 
organization than would otherwise be possible.
5. Not only must you ca re fu l ly  choose a planning time horizon, you 
must also consider the time necessary fo r  implementation of a 
planning process.
6. I t  w i l l  take at  least  two or three years to in s t a l l  an e f fe c t iv e  
planning system that  is useful at  a l l  levels  and a c t i v i t i e s  with in  
your organization ( E l l i s ,  1980:22).
INTEGRATED PLANNING
D iagnose
Needs
1. Stay f l e x i b l e .
2. Maintain a balanced outlook.
3. Get top management involved.
4.  Be c r i t i c a l  of your assumptions and forecasts.
5. Don't focus on today.
6. Remember that  only operating people can plan ( I b i d ) .
SYSTEM ANALYSIS PLANNING HANDBOOK
The planning manual should include:
1. System Analysis Components (see pages 91-93)
— Data Base (per t inent  facts about the school d i s t r i c t )
- -  C r i t i c a l  Diagnosis (s tra teg ic  analysis of key issues in data base)
2. Integrated Plans (see page 100)
- -  Strategic  Plans
— Long-Range Plans
— Short-Range Plans
3. A c t iv i t y  Time Lines
I t s  purpose is to st imulate act ion,  consolidate planning, and serve 
as a communication tool (Lewis, 1983).
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SCHOOL SYSTEM ANALYSIS
WHAT: WHY:
- - I d e n t i f y  key trends 
- -Analyze factors  
- -Evaluate forces
--Formulate strategy  
— Implement plans
--Determine Impact
School System Analysis lays the foundation fo r  the integrated planning process.
I .  DATA BASE (per t inen t  facts  about the school d i s t r i c t )
1. Past Performance. I d e n t i f y  previous long-range goals and past 
performance in achieving them in the fo l lowing key resu l t  areas:
- -  Instructional  Programs and Services;
- -  Student Learning and Achievement;
- -  Organizational Management;
— S ta f f  Development and Relations;
— Community Involvement and Relations;
— Innovations;
— Financial  Resources;
— Physical Resources.
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SCHOOL SYSTEM ANALYSIS 
(continued)
I .  DATA BASE (per t inen t  facts  about the school d i s t r i c t )
2. School D i s t r i c t  Descr ip t ion . This should include:
— B r ie f  h is tory  of  the d i s t r i c t ;
- -  The d i s t r i c t ' s  scope, organizational s t ruc ture ,  and 
a c t i v i t i e s ;
— Concise descr iption of  each bui lding w ith in  the d i s t r i c t .
3. Demographic P r o f i l e . Id e n t i f y  major past trends and future  
pro jects ,  to include:
- -  population of  the community;
- -  race, occupation, and family  incomes;
— number of  fos te r  and welfare chi ldren.
4. Student Learning and Achievement. Include a description of:  
— Student achievement by grades;
- -  Median SAT scores;
- -  Number of students receiving awards and honors;
- -  Number of students entering col lege,  the armed forces,  
business, e tc .
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SCHOOL SYSTEM ANALYSIS 
(continued)
I .  DATA BASE (per t inen t  facts  about the school d i s t r i c t )
S t a f f  P r o f i l e . Include a description of  the teaching, support,  
and administrat ive  s t a f f ,  to include:
— Tra in ing ,  educational background, experience;
- -  Awards, honors, and other accomplishments.
6. Programs and Services. Include those items or a c t i v i t i e s  
re la ted  to programs and services of fered to students, s t a f f ,  
and community members.
7. Financial  H is to ry . Using a program-oriented format, id e n t i fy  
by f igures a f iv e -y e a r  f is c a l  h istory of  the school d i s t r i c t  up 
through the current year.
8. Problem Areas. This summary of school-re lated problems should 
include:
— Absentee rates and turnover of students and s t a f f ;
- -  Pregnancy, vandalism, accident,  and dropout rates involving  
students;
- -  The number of students and teachers assaulted, etc.
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SCHOOL SYSTEM ANALYSIS 
(continued)
I I .  CRITICAL DIAGNOSIS (s t ra teg ic  analysis of key issues in data base)
1. SWOT Analysis . An example of  the form f o r  recording strengths 
and weaknesses in the in ternal  environment and opportuni t ies and 
problems in the external environment is recorded below.
- -  Strengths include those services,  products, programs, and 
a c t i v i t i e s  that  the d i s t r i c t  curren t ly  provides well  or per­
forms an expected standard of measurement.
- -  Weaknesses include those services,  products, programs, and 
a c t i v i t i e s  that  the d i s t r i c t  provides, performs poorly,  or 
ef fects  in a manner that  f a i l s  to meet the expected standard 
of measurement. These are in t e r n a l ,  con tro l lab le  var iables  
that  have a negative impact and should be e i th e r  corrected or 
avoided.
- -  Opportunit ies are areas in which favorable circumstances provide 
the potent ia l  fo r  improving various aspects of  the school d i s t r i c t .  
Opportunit ies acted upon can p o te n t ia l l y  c a p i t a l i z e  on strengths 
and convert weaknesses into assets.
- -  Threats , which may or may not be p a r t i a l l y  c o n tro l la b le ,  revolve  
around external conditions or obstacles tha t  act  as barr iers  to 
achieving the d i s t r i c t ' s  mission and goals.
THE PRESENT year-ro un d  schools THE FUTURE
Strengths Weaknesses Opportunities T  hreats
Increases classrooms  
a v a i l a b l e  f o r  use.
Taxpayers v iew  y e a r -  
round schools as 
e f f i c i e n t  use o f  
present  f a c i l i t i e s .
Many suggest students  
remain more enthused;  
th e re  appears to  be 
less teach er  burnout  
because o f  breaks  
through the  y e a r .
Teachers and some 
p arents  b e l ie v e  r e te n ­
t io n  o f  knowledge is  
b e t t e r  under t h i s  p lan ,  
a lthough  t e s t  scores  
d o n ' t  v a l i d a t e  th is  
assumption.
Costs more per p up il  
to o p era te  than 
9-month schools  
(energy consumption,  
t r a n s p o r ta t io n ,  
m aintenance) .
Year-round schools  
o perate  a t  e lem entary  
le v e l  o n ly ;  causes 
schedule problems f o r  
fam i1ies w i th  chi 1d-  
ren a t te n d in g  a t  both  
elem entary  and 
secondary l e v e l s .
General p u b l ic  favors  
year-ro un d  schools  
and w i l l  tend to vote  
f o r  o th e r  school 
funding because o f  
p erce ived  " e f f i c i e n t  
use o f  tax  d o l l a r s . "
Parents w ith  young 
f a m i l ie s  may p r e fe r  
year-round  schools.
Organized parent  oppo­
s i t i o n  is  in c re a s in g .
More fa m i l ie s  w i l l  move 
in to  growing areas  
where year-round  
schools are  a l re a d y  
overcrowded.
Discourages economic 
growth; new businesses  
view year-round  
schools as lack  o f  
community support fo r  
c a p i t a l  expen d itu res .  
Turning away new 
business and in d u s try  
turns away a d d i t io n a l  
tax  d o l l a r s .
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Strengths Weaknesses Opportunities T  hreats
95
STEP 4
INTEGRATED PLANNING < DiagnoseNeeds
WORKSHEET
How will you diagnose needs?
THE SCHOOL SYSTEM ANALYSIS LAYS THE FOUNDATION FOR THE INTEGRATED 
PLANNING PROCESS.
1. As the f i r s t  part of  the School System Analysis,  the Data Base is 
a comprehensive set o f  pert inent  facts about the d i s t r i c t .
2. The C r i t i c a l  Diagnosis is  a s t ra teg ic  analysis o f  key issues in 
the Data Base.
3. Both are included in a School System Analysis handbook. The 
fol lowing suggestions are recommended fo r  e f f i c i e n t  planning:
— Do not include supportive documents as part  of  the o r ig ina l
- -  Keep the length o f  the handbook under 10Q pages.
- -  Avoid deta i led  exposit ions; use summaries o f  condit ions.
— Be thorough, but avoid including information twice.
- -  Update the exist ing School System Analysis annually instead 
of  developing a new one from scratch.
— Be concise; avoid educational jargonese.
— Use charts ,  diagrams, and tables to shorten the tex t  and to 
f a c i l i t a t e  in te rp re ta t io n .
- -  Develop and use concise forms to h igh l igh t  essential  d i s t r i c t  
information (Lewis, 1983:239).
USING THE SCHOOL SYSTEM ANALYSIS, PLANNING DECISIONS ARE BASED NOT ON 
WHAT IS DESIRED, BUT ON WHAT IS FEASIBLE DEPENDING UPON THE INTERNAL 
AND EXTERNAL ENVIRONMENTS.
1. Past performance is essential  information for  the analysis.
2. Possible threats to the school system are id e n t i f ie d  and dea l t  with.
3. Stakeholders' a t t i tudes  and expectations are recognized and consid­
ered depending upon t h e i r  potential  impact on the school system.
tex t .
Summarize on the flow chart and time line
at the end of this section. 96
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(continued)
Obtain
Support
I I .  CRITICAL DIAGNOSIS (s t ra te g ic  analysis of  key issues in data base)
2. Analysis of  Competitors. Competition to the school d i s t r i c t  
should be evaluated in re la t io n  to such issues as enrollment,  
s t a f f ,  programs, d is c ip l in e ,  and budget caps. The fo l lowing  
questions might be asked:
- -  What is the impact of  th is  competitor on the school d i s t r i c t ?
- -  What strategy does the competitor use?
— What are the competitor's strengths and weaknesses?
- -  What action should be taken to reduce the competitor's impact?
3. Analysis of Stakeholders.
- -  Stakeholders are those ind iv idu a ls ,  groups, or organizations 
who have an in te re s t  in the school system.
- -  Their missions, ob jec t ive ,  and concerns should be taken into  
consideration.
Internal  and external groups include:
*  Student groups *
*  Teachers *
*  Support S t a f f  *
*  School Administration *
*  Professional Associations *
*  Board of  Education *
*  Teachers Union/Associations *
(s ta te  and nat ional )  *
*  Other Unions *
*  State Department of  Education *
*
Parents (supportive and i r a t e )  
Cit izen  Groups 
P o l i t ic ia n s  
Statesmen
Social Service Agencies
Chamber of  Commerce
Business Firms
Corporations
Local News Media
Local Colleges and Un ivers i t ies
Local , State,  and National
Government
( In  each area of the C r i t i c a l  Diagnosis, surveys or questionnaires  
should be considered as a method fo r  gaining valuable information.  
Seek professional guidance or examples concerning surveys in order  
to gain the most accurate information.)
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How will you obtain support?
WINNING THE SUPPORT OF STAKEHOLDERS
1. Stakeholders are those ind iv idu a ls ,  groups, or organizations who 
have an in te re s t  in the school system.
2. Their missions, ob ject ives ,  and concerns should be taken into  
consideration in an informal or formal manner.
3. Although the dominant stakeholders o f  an educational d i s t r i c t  are 
the c i t i z e n s  and parents, w ith in  these two groups are numerous 
other groups.
4. Review the l i s t  of  stakeholders on page 97. Which three have
the most posit ive or negative impact on the d i s t r i c t ?
5. Of those three,  which ones are given adequate time and a t tent ion  
by school d i s t r i c t  top management?
6. Make a l i s t  o f  ten ways your school d i s t r i c t  could e i th e r  u t i l i z e  
the services of  or build be t te r  public re la t ions  with the local  
new media.
7. Of those ten ,  which f iv e  could be accomplished with in  the next 
six months? Which two could be started th is  month?
8. Make a l i s t  o f  ten key stakeholders that  i t  would be benef ic ia l
to meet with in a one-to-one appointment. Set a t  leas t  f ive  
appointments for the next two months before the week is over.
Summarize on the flow chart and time line
at the end of this section. 98
STEP 4
INTEGRATED PLANNING
STRATEGIC PLANNING
D e f i n i t i o n : Establishes the major d i rec t ion  or mission
of  an organizat ion.
Essence:
— Determine what is best to do.
- -  Focuses on who, what, why, and where among 
ava i lab le  choices.
Purpose: Gain competitive advantage.
C h arac te r is t ics :
— Handled by a task force.
- -  Involves d is t in c t  r is k s ,  ben e f i ts ,  and commitment 
( t im e ,  money, e f f o r t ) .
- -  Requires high- level  endorsement.
— Demands decisive act ion.
- -  Changes the nature, purpose, or d i rec t ion  of  an 
organizat ion.
Examples:
- -  The decision that  a school system w i l l  i n i t i a t e  i ts
own desegregation plan before being mandated to do so
by court order.
- -  The decision that  a school system w i l l  develop year -
round school scheduling as a v iab le  a l te rn a t iv e  to the
t ra d i t io n a l  nine month schedule, to more f u l l y  u t i l i z e  
f a c i l i t i e s ,  and to p a r t i a l l y  address growth needs.
Strategic  planning is a means of making tomorrow happen:
- -  i t  focuses on broad policy issues facing an organizat ion;
- -  i t  assists us in reviewing what we are doing now;
- -  i t  assists  us in reviewing what we should be doing;
- -  i t  assists us in reviewing why we should be doing i t
(Moscow, 1978).
Identify
Strategy
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An integrated approach to planning identifies 
strategies, long-range and short-range goals.
Id en tify
Strategy
GOAL SETTING
STRATEGIC (5-10 YEARS)
©“Grand Design” or Major Direction 
•  What is our mission?
® Broad, general 
Top management most involved
LONG-RANGE (3-5 YEARS)
® Ways to achieve strategic goals 
® More specific
© Top and middle management 
most involved
SHORT-RANGE (1 YEAR)
•  Ways to achieve 
long-range goals
•  Narrow focus
® Middle 
and lower 
management 
most 
involved
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ANALYSIS OF THREATS
Shir ley  McCune, ed i to r  of  Learning Trends, made the 
fol lowing observation concerning the analysis of facts a l l  
around us (1984):
The d i fference between the winners and the losers 
in the information society w i l l  be those who can f igure  
out what to do with the information and those who can ' t .
Threats are the facts of  future  problems or weaknesses which 
p o te n t ia l l y  may have a serious negative impact on the school d i s t r i c t  
i f  preventive measures are not taken.
The threat  analysis chart below (see blank chart next page) 
id e n t i f i e s  graphica l ly  those events or conditions and t h e i r  r e la t iv e  
impact on the school d i s t r i c t  (Lewis, 1983:2891.
Each strength and weakness is in a sense also an opportunity or 
th re a t ,  the d is t in c t io n  between them being tha t  opportunit ies and 
threats represent advantageous and disadvantageous condit ions that  
could develop as a resu l t  of  changes in strategy or the environment.
Identify
Strategy
Probabilityof
Occurrence
100%
THREAT ANALYSIS
75%
50%
25%
0%
Desegregation
Plan
Teacher
S t r i  ke
Dec l in in g  
Enrollment
Superi ntendent  
Di smi ssal
Defeated
School
Budget
None Low Moderate High Catastrophic
Harmful Effect on the School System
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SYSTEM ANALYSIS
C R IT IC A L D IA G N O S IS
THREAT ANALYSIS
Iden tify
S tra tegy
Low M oderate High Catastrophic
Harmful Effect on the School System
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TEN SIGNIFICANT SOCIAL TRENDS AFFECTING 
STRATEGIC PLANNING FOR SCHOOLS, 1985 TO 2000
1. The number of  senior c i t i zens  is increasing.
By the turn of  the century, 32 m i l l io n  c i t izens  w i l l  be over 65; 
even now, two-thirds of  school patrons have no children in school.
2. Family patterns are changing. There are more s ingle  parents and 
more latchkey chi ldren.  In couples with ch i ld ren ,  both spouses 
commonly work. IRS records 13 d is t in c t  family  patterns.
Many schools already f ind  a major i ty  of  t h e i r  students l i v e  in 
single parent fam i l ie s .  Divorce is traumatic fo r  students. There 
are 5000 to 6000 student suicides annually.
3. The number of  minority students is increasing ra p id ly ,  p a r t ic u la r ly  
in urban areas.
One quarter of  public school enrollment is now minority  (N. Mex. = 
57%, Texas = 46%, Cal.  = 43%, and N.Y. = 32%). Immigration has 
recent ly  added 13 m i l l io n  (mostly Asian and Mexican) people to the 
U.S. population. Projections are tha t  by the year 2000, 53 U.S. 
c i t i e s  w i l l  have become predominantly nonwhite.
4. The post-World War Baby Boom w i l l  "echo," and more 35- to 44-year  
old women w i l l  have babies.
As people mature who were born in the high b i r th r a te  period from 
1945 to 1965, they w i l l  create an "echo" of o f fspr ing expected to 
peak in 1988 or 1989 (since many women delayed having a family  
unt i l  the l a s t  th i rd  of  t h e i r  f e r t i l i t y  per iod) .
5. Most jobs are now and w i l l  continue to be in information and 
service areas. The number of  agr icu l tu ra l  and industr ia l  jobs 
w i l l  continue to decline.
Half  or more jobs w i l l  be in the information sector (30 to 40% 
w i l l  be in service, 15 to 20% in industry,  and 2 to 3% w i l l  be 
in a g r ic u l tu re ) .  The average person w i l l  change jobs seven times.
6. Technology increasingly a f fects  people's l iv e s ,  with both good 
and bad resu l ts .
Identify
Strategy
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TEN SIGNIFICANT SOCIAL TRENDS AFFECTING STRATEGIC PLANNING 
FOR SCHOOLS, 1985 TO 2000 (continued)
Identify
Strategy
People face issues of genetic mutation, nuclear power use, 
animal to human organ t ransplants ,  rapid changes in communication 
and t ranspor ta t ion ,  t radeoffs  between ecological de te r io ra t ion  
and progress ( including jobs ) .  Technological advances w i l l  force 
moral choices.
7. The l ike l ihood  is decreasing tha t  th is  generation of  youth w i l l  
a t ta in  the same level of  mater ia l  comforts as t h e i r  parents.  
Leisure time w i l l  increase. Sa t is fac t ion  w i l l  be less l inked to 
jobs.
Long-term unemployment may run from 6 to 10%. The work week may 
be pared to 35 hours. In te re s t  in and commitment to jobs is 
l i k e l y  to f a l l  while  employment in the home w i l l  increase.
8. The femin is t  movement w i l l  continue to acquire new in te rpre ta t ions  
and meanings. More women w i l l  j o in  the work fo rce ,  entering  
t r a d i t i o n a l l y  male occupations.
The problem o f  sexism in society w i l l  p e rs is t ,  as w i l l  work vs. 
family  c o n f l ic ts  f o r  females. Partners may increasingly share 
family  and housekeeping ro les .
9. Earth's c i v i l i z a t i o n s  are increasingly interdependent.
Confl icts  ( l i k e  the A rab - Is rae l i  war tha t  drove up o i l  pr ices)  
w i l l  have widely f e l t  influence.  Global c o n f l ic t  over economic 
d is p a r i ty  or ideological d if ferences is possible.  Vu ln e ra b i l i ty  
to to ta l i t a r i a n is m  is a concern. The c e n t r a l i t y  of  re l ig io n  in 
understanding cu l tu ra l  d if ferences w i l l  play an important ro le .
10. American social  norms and value structures w i l l  evolve.
Steadily  and over a long per iod,  social  norms governing such 
issues as abort ion ,  premarital  sex, in te r r a c ia l  marriage, and 
so on, w i l l  become more l i b e r a l .  People w i l l  seek s e l f - f u l f i l l m e n t  
and personal growth. Trust in big government and leaders in 
general w i l l  erode in favor of  smallness, networking, and 
involvement. In recent years th is  trend has been countered by 
a s ig n i f ic a n t  conservative movement (Cawel t i ,  1985).
COMPARE THESE TRENDS WITH "MEGATRENDS AND MASTERPLANNING," (APPENDIX A 
OF DISSERTATION IN WHICH THIS HANDBOOK IS APPENDIX C).
104
STEP 4
INTEGRATED PLANNING
ISSUES MANAGEMENT
The underlying concept of  the issues management process is that  
iden t i fy ing  issues which w i l l  a f f e c t  an organization enables i ts  
managers and s t a f f  to p a r t ic ip a te  in the development of  the issue.
The in tent  (despite i t s  name) is not to manage but rather  to p a r t i c i ­
pate in the resolut ion of  the issue.
A productive and inexpensive issues management process can be set up 
along the fo l lowing guidelines:
1. Establish a group responsible fo r  id en t i fy ing  issues which may 
a f fe c t  the organizat ion.  This group serves as a radar funct ion  
by monitoring events which i t  thinks may a f fe c t  the organizat ion.
2. Meeting at  regular  periods, the group should id e n t i f y  those issues 
according to an agreed upon set o f  procedures (see Banach, 1983:17; 
"Issues Management," 1984:1).
3. Provide regular  br ie f ings to senior managers and s t a f f  to expand 
th e i r  knowledge o f  issues which could a f fe c t  the organizat ion.
4.  The essential  function of  an issues management process is to 
monitor and survey the organ izat ion 's  external environment rather  
than i ts  in ternal  strengths and weaknesses. By focusing on that  
external view, i t  is possible to cont inual ly  id e n t i f y  and 
possibly a f fe c t  issues which may change the organizat ion.
5. At the outset ,  an organization has a number of  options and choices 
concerning how the issue in question should be addressed.
6. As the issue continues to develop, increasing p a r t ic ip a t io n  exists .
7. The options open to the individual  organization s ig n i f i c a n t ly  
diminish as choices or decisions are forced on them by other  
part ic ipants .
8.  Immediate issues in education include d is c ip l in e ,  f inanc ia l  
operations, mer it  pay, e tc .
9. Emerging issues with a s l ig h t l y  longer l i f e t im e  include l i f e lo n g  
learning,  a l te rn a t iv e  schools, or high-tech c u r r icu la .
10. Strategic  issues are those which can be thought of  as having an 
e f fe c t  or a l i f e  span of f iv e  years or more (growth of  the 
global economy, the development of b io logical  sciences in 
re la t ion  to American economical and social  s t ructures ,  e t c . )
11. Analyzing issues in th is  manner allows an organization to 
id en t i fy  and determine those issues which are centra l  to i ts  
well-being or only per iphera l ly  re lated to i ts  fu ture  as an 
organization ("Issues Management," 1984:1).
Identify
Strategy
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Strategy
How will you identify strategy?
THE PIECES OF THE PUZZLE
1. In.formal planning, management runs on a perpetual t ra ck ,  asking 
specif ic  questions and gett ing object ive  answers to each ( E l l i s ,
What are we?
— What is our environment?
— What do we want to be?
— How do we get there?
— How do we know when we've arr ived?
- -  What are our strengths and weaknesses?
- -  What can we expect from what we are current ly  doing?
How should we change what we are doing in order to do some 
things bet ter?
— How are we performing?
2. A good manager not only plans, but he constantly reassesses those 
plans while remaining a l e r t  to opportunit ies .
- -  These opportunit ies are then evaluated against his object ive  
assessment o f  the company's strengths and weaknesses.
- -  This resu l ts  in a rat ional  decision concerning whether or not 
to pursue the opportunity in the appropriate time frame.
- -  This process can be i n i t i a t e d  only a f t e r  a manager has asked 
himself  the simple question: "What are we?"
3. Af ter  id e n t i fy in g  stra teg ies  within the framework o f  your pos it ion ,  
resources, and environment, they must be evaluated. Va lidate  your 
strategies by asking some simple questions:
- -  Does the st rategy make sense?
Is the st rategy "Viable?
Is the strategy f l e x i b l e  enough to cope with environmental 
changes?
4. The most d i f f i c u l t  step in s tra teg ic  planning often is def ining  
exactly  what business your organization is in ( I b i d . ) .
Summarize on the flow chart and time line
at the end of this section. 106
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FROM STRATEGIC TO SHORT-RANGE PLANNING
The way a planning program is implemented w ith in  a school system 
depends upon the knowledge, t ra in in g ,  and experience of  those involved 
in the process. To help steer  c lear  o f  negative variables in s t ra te g ic ,  
long-range, and short-range planning, the fol lowing truisms are 
included (Lewis, 1983:23):
1. Planning is d i f f i c u l t .
2. There w i l l  be resistance to change.
3. Planning takes time.
4. Planning reveals and c l a r i f i e s  opportuni t ies and threats .
5. Good planning focuses on major needs.
6. Planning is a t ra in in g  process.
7. Planning w i l l  improve communication.
8. Planning focuses on decisions about the f u t u r e .
Use the above e ight  statements as a work sheet to generate 
discussion at  a management s k i l l s  workshop. Allow substantial time 
and discussion for  each question. Be prepared to re la te  examples 
and an analysis o f  each one. At the same time, d is t r ib u te  copies of  
Goal Planning on page 100; discuss how one level of  planning should 
lead to another.
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( F i l l  in the A c t iv i t y  Time Line on page 109)
THE ACTION PLAN AS A CATALYST TO CHANGE
Planning is a complex and integrated process of  iso la t ing  and 
iden t i fy ing  indiv idual  developments tha t  may shape the fu ture .  Out 
of  th is  process, f l e x ib l e  action programs must be i n i t i a t e d  to exp lo i t  
the opportunit ies that  have been uncovered. Adjustments must be made 
as actual events unfold, and plans must be cont inual ly  monitored and 
updated ( E l l i s ,  1980:26).
Action plans could be used as a motivating factor  because time 
l im i ts  do motivate act ion.  The time frame is an invaluable ca ta lys t  
for  th is  purpose.
The process of  developing an act ion plan to reach an object ive  
must be approached in a systematic manner by careful  examination of  
the scope and sequence of  each a c t i v i t y .  Fa i lure  to do so could resu l t  
in a waste o f  human and f isca l  resources (Lewis, 1983:168).
The following questions should be analyzed in order to develop an 
action plan that  w i l l  succeed in accomplishing the object ive:
1. What v i t a l  steps are necessary to achieve the objective?
2. What p r i o r i t i e s  should be assigned to each step of  the action  
plan?
3. What minor subact iv i t ies  are necessary to support major 
a c t i v i t i e s  for  accomplishing an object ive?
4. What method(s) or mean(s) should be employed to monitor the 
performance of  person(s) or agency(s) who have a share in 
the resp o n s ib i l i t y  for  accomplishing the objective?
4
Prescribe
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Prescribe
Action
Action Step •Person (s) Responsible Others Involved Begin/Complete
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\  Plan
COMMITMENT OF LEADERSHIP
1. The effectiveness o f  the planning process is the re s p o n s ib i l i ty  
of the superintendent.
2. He delegates th is  re s p o n s ib i l i ty  to ind iv idual management team 
members in order to manage the process in the most e f fe c t iv e  
manner.
3. The superintendent w i l l  ben e fit  from assigning a planning 
coordinator or d ire c to r  to act as a c a ta ly s t  to orchestrate  
the planning o f others (Lewis, 1983:206).
4. The c h ie f  school o f f ic e r  is  also responsible fo r  assessing whether 
the central planning u n it  is having a pos it ive  or negative e f fe c t  
on ind iv idual planning units as well as on the planning units as
a whole.
5. In e f fe c t iv e  planning w i l l  lead to wasted time and energy and w i l l  
have a devastating e f fe c t  on the to ta l  school d i s t r i c t .
6. How to involve the community in implementing the planning process 
is a key decision the superintendent must make with board approval 
and support (page 72 ).
AN EFFECTIVE PLANNING PROCESS
Someone once said , "Long-range planning is more than the 
organization and analysis of information: i t  is  a decision-making
process." Because th is  occurs, the following four steps w i l l  be 
accomplished w ith in  a school systemwhere long-range plans are made:
1. The decision-making a b i l i t y  o f management team members w i l l  be 
improved.
2. The management team members' a b i l i t y  to function w il l  be enhanced.
3. All key resu lt  areas o f the school system (page 91) w i l l  be 
p o s it iv e ly  a ffec ted .
4. Student learning and growth w il l  be increased (Lewis, 1983:245).
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How will you implement your plan?
A MISSION MAKES IT HAPPEN
A school system doesn't r e a l ly  determine i t s  mission; parents and 
other c it izen s  make th is  determ ination:
1. E ffec t ive  mission statements always proceed from the outside (the  
customer and the environment) to the inside (management's response 
to the customer's needs and wants).
2. This is  prepared as a work sheet. With the f i r s t  four steps to 
school system success in place, developing or redefin ing your 
d i s t r i c t 's  mission statement w i l l  come n a tu ra l ly  and w i l l  
r e f le c t  the planned change you have been working to achieve 
w ith in  your d i s t r i c t .
3. As with management s k i l ls  and team b u ild in g , be certa in
to obtain the support and commitment o f  every work team, beginning 
with the school board. Refer to those sections fo r  sp e c if ic  
procedures.
4. A thorough understanding o f your school d i s t r i c t ' s  mission requires  
appropriate answers to three major questions:
— What is our present purpose? (why, what, whom, and where)
— How w i l l  the fu ture  a f fe c t  us? ( r e fe r  to the Threat Analysis 
and the SWOT Analysis)
- -  What should our purpose become? (Comparing in terna l c a p a b i l i t ie s  
with the competitive p icture helps the organization determine 
what major changes should be made in the present mission 
sta tem ent.)
Proceed to develop, r e f in e ,  or rea ff irm  your mission statement; 
remember tha t i t  is  commitment, the human s p i r i t ,  and a consensus of  
w il l  which make i t  come a l iv e .
Implement
Plan
Summarize on the flow chart and time line
at the end of this section.111
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PLANNING IN PERSPECTIVE
Leaders must understand the e rro r  potentia l in long-range 
planning and must pay close a tte n tio n  to the constant adjustment 
and f in e  tuning o f  the o rgan iza tion 's  goals and a c t iv i t i e s .
The performance o f  management can and should be measured 
against i t s  planning s tra te g ie s :
1. Did the things the strategy expected to happen in fac t  
take place?
2. Were the goals on ta rg e t  in l ig h t  o f  actual development?
3. Have the goals been attained?
4. Are expectations defined and spelled out?
5. Is there organized feedback from actual events pertaining  
to the expectations (Drucker, 1980:71)?
At present, no study ex is ts  th a t  measures the pos itive  e f fe c t  
o f planning on the public education f i e l d .  However, there are a t  
leas t  three major studies on business and industry that maintain  
tha t planning does make a d iffe rence  in the q u a l i ty  o f decis ion­
making a b i l i t i e s  o f managers, as well as in p rodu ctiv ity .
A ll o f  the a c t i v i t i e s  o f  the previous stages have been 
accomplished to lead to increased student learn ing and growth, which 
is  the bottom l in e  in public education. F i r s t ,  the planning process 
enabled planners to make improved decisions, and second, i t  enabled 
them to function more e f fe c t iv e ly  so th a t  appropriate long-range 
goals, s tra te g ie s ,  and short-range objectives could be a n a ly t ic a l ly  
arr ived  at to bring about the desired re s u lts .
Any evaluation system th a t  is designed to judge the effectiveness  
o f the planning process should assess the sequential stages th a t  lead 
to improved academic achievement. A gap or defic iency in any one o f  
these stages w i l l  prevent the process from a tta in in g  the end re s u l t .
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How will you evaluate results?
6
Evaluate
Results
HUMAN PROBLEMS RELATED TO PLANNING
Although planning f a c i l i t a t e s  and expedites the decision-making 
process, produces b e tte r  informed and tra ined  adm in is tra tors , and 
improves the morale and effectiveness o f the s t a f f  on the whole, 
the most prevalent problem associated with developing s tra te g ic  and 
operational plans remains human-related. (Lewis, 1983:244):
1. School adm inistrators , l ik e  other human beings, re s is t  being 
changed.
2. Whenever an innovation is  introduced in to  a school o rgan ization ,
new demands and new challenges are placed upon adm in istrators .
A major problem that occurs when the planning process is  f i r s t  
in s ta l le d  in the school d i s t r i c t  is  the ad m in is tra to r 's  reluctance  
to devote s u f f ic ie n t  time to the process and resentment a t  having to 
do so. Following are several reasons fo r  th is  behavior:
1. Administrators' performance is evaluated on immediate accomplish­
ment, not on what they are prepared to do in three to f iv e  years.
2. Their day-to-day re s p o n s ib i l i t ie s  receive primary consideration,
while everything else becomes of secondary importance.
3. Planning is often seen as an academic exercise because plans are 
often unused or severely modified by e i th e r  the supervisor or 
unforeseen circumstances.
4. Planning constitutes a th rea t  because i t  explores gaps, i n e f f i ­
ciency and poor performance.
5. Planning can generate too much paperwork, taking valuable time 
away from the day-to-day operations o f  the school.
6. Another human-related problem in the planning process is the 
impact of change in terms o f c rea tive  and in te l le c tu a l  demands.
7. The planning process requires a great deal o f  ana lys is , synthesis, 
and eva luation , which do not come e a s ily  to untrained minds ( I b i d . ) .
Summarize on the flow chart and time line
at the end of this section. 113
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PLANNED CHANGE FLOW CHART
List the basic activities required to accomplish each phase.
Diagnose
Needs
Obtain
S upport
Iden tify
S trategy
Prescribe
Action
Im plement
Plan
Evaluate
Results
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5 Steps_____
To Success
STEP 4______________________
IN TEG R A TED  PLANNING
TIME LINE
Begin ___________
End
Diagnose
Needs Begin
Begin
End
Obtain
SupportEnd Evaluate
Results
PLANNED
CHANGE
Identify
StrategyImplement
Plan Begin
Begin
End
End
Prescribe
Action
Begin
End
Use this time line to help you project how long it will take for 
p l a n n e d  c h a n g e  to proceed, Phases 1-6. This may be used as a 
worksheet or as a record of the actual time line for accomplishment.
Do not move from one phase to the next until the previous phase 
has been completed. Any incompleted phase will eventually become 
a weak link in the structure of your school system.
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Incentive Programs
Integrated Planning
Team Building
Management Skills
Group Culture
5 Steps____  
To Success
STEP 5 /  1
 — --------------------------------------------------------------------------------------------------- /  Diagnose
INCENTIVE PROGRAMS \  “eeds
REWARDS FOR PERFORMANCE
1. Organizations o f fe r  rewards; ind iv idu a ls  o f fe r  performance.
2. In the exchange o f rewards fo r  performance, a re la tionsh ip  is 
born.
3. Organizations establish  reward systems to document th is  re la t io n sh ip .
4. While two important purposes o f  a reward system are to a t t r a c t  and 
re ta in  the most able ind iv idu a ls  as members, an important th ird  
purpose is  to motivate those members to high leve ls  o f  performance.
5. Most incentive systems seem to do a good job o f  f u l f i l l i n g  the 
f i r s t  two purposes, but they are often unsuccessful in motivating  
members to do more than what is  considered s a t is fa c to ry  or merely 
acceptable.
6. In a nonperformance-based reward system, each ind iv idual is  paid 
fo r  routine performance, not fo r  outstanding re s u lts .
7. From a three-dimensional view o f  a school system, routine perform­
ance generated under s e n io r i ty  or other nonperformance-based pay 
systems is  simply not adequate.
8. In a complex, three-dimensional system, success can be achieved 
only i f  members are motivated to use a l l  th e i r  ta le n ts  and energies.
9. Establishing a system th a t  exchanges d i f fe r e n t  rewards fo r  d i f fe r e n t
leve ls  o f performance is  a complex undertaking; i t  is  not a simple 
matter o f  announcing to the membership th a t  rewards w i l l  vary 
according to performance.
10. A fu l ly - fu n c t io n in g ,  performance-based reward system is possible i f  
and only i f  a l l  the other four steps to success have accomplished 
t h e i r  purposes.
11. The e a r l ie r  steps es tab lish  the r ig h t  conditions fo r  a performance- 
based incentive  program, which then allows the school system to t i e  
compensation and other rewards d i r e c t ly  to performance.
12. In essence, i f  a school system does not estab lish  the proper condi­
t ions fo r  an e f fe c t iv e  incentive  program, i t  cannot use s a la r ie s ,  
wages, bonuses, promotions, or any other form of compensation to 
motivate the membership to high performance (Kilmann, 1984a:229).
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INCENTIVE PROGRAMS
Diagnose
Needs
WORK SHEET
How will you diagnose needs?
The topic o f job incentives is o f  in te re s t  to a l l  group workers.
Using the strategy fo r  th is  l in k  o f  planned change (numbered above), 
research and discuss job incentives with co-workers. Write your 
impressions below concerning how to fe a s ib ly  fos te r  workable incentive  
programs (monetary and nonmonetary) w ith in  your school d i s t r i c t .
Also consider the b r ie f  o u tl in e  on the previous page in your 
discussion and ana lys is .
Are the f i r s t  four steps o f  5 Steps to Success already functioning  
w ith in  your school system? Are there any areas which need special 
a tten tion  before you can implement an incentive  program? What needs 
to be done?
Are you considering other forms of incentives as well as monetary 
compensation?
Summarize on the flow chart and time line
at the end of this section, n s
STEP 5
INCENTIVE PROGRAMS
ESTABLISHING A PERFORMANCE-BASED INCENTIVE PROGRAM
1. Ind iv iduals  have been offered numerous rewards in exchange fo r
th e ir  membership and high performance.
2. These rewards can be divided in to  two groups: in t r in s ic  and
e x tr in s ic .
Obtain
Support
3 . .  In t r in s ic  rewards are those reinforcements an ind iv idual exper­
iences from performing his assigned work. For example, i f  the 
job is in te re s t in g ,  e x c it in g , and challenging, the indiv idual  
experiences pleasure from his assigned work.
4. E x tr ins ic  rewards are given form ally  by the organization ra ther  
than occurring n a tu ra l ly  in the work s e tt in g . Sa lary , bonuses, 
paid vacations, fr in g e  ben e fits ,  and expense accounts are 
examples o f  e x tr in s ic  rewards.
5. How well rewards are linked to resu lts  a f fe c ts  the level o f  per­
formance in the o rg an iza t io n ..
6. Pay as a m otivator not only s a t is f ie s  basic needs but provides 
purchasing power fo r  a wide range o f  goods and services. I t  is  
a symbol o f  success and an in d ic a to r  o f  social status.
7. Monetary pay is the most important and most f le x ib le  e x tr in s ic  
reward to both the indiv idual and the o rg an iza t io n . (Kilmann, 
1984a:233; Genck, 1985).
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WORK SHEET
How will you obtain support?
The topic of job incentives is o f in te re s t  to a l l  group workers.
Using the strategy fo r  th is  l in k  o f  planned change (numbered above), 
research and discuss job incentives with co-workers. Write your 
impressions below concerning how to fe a s ib ly  fo s te r  workable incentive  
programs (monetary and nonmonetary) w ith in  your school d i s t r i c t .
Also consider the b r ie f  o u t l in e  on the previous page in your 
discussion and ana lys is .
What kinds of e x tr in s ic  rewards are being considered? How extensive  
is your research in id e n t ify in g  a l te rn a t iv e  methods?
F i l l  out a SWOT Analysis (page 95) fo r  each of the monetary incentives  
l is te d  in item 4 on the previous page.
O btain
Support
Summarize on the flow chart and time line
at the end of this section. 120
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MEASURING PERFORMANCE
1. Pay and other forms o f  compensation cannot be linked to
performance i f  performance cannot be measured in a sp ec if ic  manner.
2. There is an ongoing debate concerning whether a person's c o n tr i ­
bution to the organization can be measured o b je c t iv e ly  or subjec­
t iv e ly .
3. In most cases, measures are considered ob jective  when hard numbers 
based on a w ell-form ulated system o f  counting are a v a ila b le .
4. O b je c t iv i ty  is  more apparent when s p e c if ic  quantit ies  o f  value added
can be measured.
5. Although an ob jec tive  measure o f performance is often ava ilab le
a t  the organization le v e l ,  i t  is often more d i f f i c u l t  to construct 
such measures a t  the subunit level where the work is  performed.
6. The more the performance assessment takes place away from the 
indiv idual l e v e l ,  the more the l in k  between performance and 
reward is weakened. Members have d i f f i c u l t y  seeing how th e i r
own e f fo r ts  contribute  to return on investment a t  the organization  
l e v e l .
7. No matter how p e r fe c t ly  the organization is  structured, ob jective  
measures o f performance cannot capture a l l  the necessary contribu­
tions required o f  members fo r  long-term organizational success.
8. Only from a one-dimensional view o f  the world do ob jective  measures 
appear to present the whole p ic tu re . From a three-dimensional view­
point, below-the-surface aspects o f organizational l i f e  must be 
considered, assessed, and rewarded as well (Kilmann, 1984a:235).
Identify
S trategy
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Iden tify
S trategy
How will you identify strategy?
The topic o f  job incentives is o f  in te re s t  to a l l  group workers.
Using the strategy fo r  th is  l in k  o f  planned change (numbered above), 
research and discuss job incentives with co-workers. Write your 
impressions below concerning how to fe a s ib ly  fo s te r  workable incentive  
programs (monetary and nonmonetary) w ith in  your school d i s t r i c t .
Also consider the b r ie f  o u t l in e  on the previous page in your 
discussion and analys is .
Id e n t i fy  those jobs in which performance can be measured in a sp ec if ic  
manner. What are those jobs w ithin your school system where id en t ify in g  
performance is more d i f f i c u l t ?
Discuss with co-workers how group cu ltu re ,  hidden assumptions, and the 
human psyche a f fe c t  equity in compensation (see three dimensional 
th in k ing , Chapter 1 ) .  How does your new adaptive cu ltu re  help to make 
incentive  programs more feas ib le  to implement?
Summarize on the flow chart and time line
at the end of this section. 122
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INCENTIVE PROGRAMS
LINKING PAY TO PERFORMANCE
1. Following are f ive  of the seven stages outlined by Kilmann (1984a: 
243) for empowering a performanced-based incentive program which 
can be successful by involving everyone throughout your school 
system:
— Stage One: Forming a C o lla te ra l  Design not only a ffec ts  everyone in
the school system, but i t  is rooted in some very basic assumptions 
about what motivates people. A c o l la te ra l  structure  is used to 
design the incentive program, involving perhaps 30 to 50 people 
throughout the system.
Stage Two: Reviewing the Types o f Incentive Programs involves a l l
members o f the col Ia te r a 1 structure in a review o f the whole topic  
of incentive programs, including a l l  a l te rn a t iv e  p o s s ib i l i t ie s .
Stage Three: Forming Groups Around A lte rn a t iv e  Incentive Programs
involves a l l  members divided into small groups to generate ideas 
about d i f fe re n t  kinds o f incentive programs. The 30 to 50 
representatives form three to f ive  conclusion groups.
Stage Four: Analyzing Assumptions occurs as "C-groups" from the
c o l la te ra l  s tructure debate contradictory yet p lausib le  assumptions 
about human nature and performance and how to t i e  the two together.
Stage Five: Designing the Detailed Incentive  Program formulates
the various aspects of the program in d e t a i l .  Necessary specifics  
are compiled and ob jective  measures o f performance are established.
2. During th is  time, one-to-one meetings between managers and
subordinates should be conducted. Re la tive  p r io r i t ie s  o f tasks 
and objectives should be agreed upon, and s k i l l  improvement areas 
should be id e n t if ie d  (Kilmann, 1984a:243).
Prescribe
A ction
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Prescribe
A ction
4
\
WORK SHEET
How will you prescribe action?
The topic o f job incentives is o f in te re s t  to a l l  group workers.
Using the s trategy fo r  th is  l in k  o f planned change (numbered above), 
research and discuss job incentives with co-workers. W rite your 
impressions below concerning how to fe as ib ly  fo s te r  workable incentive  
programs (monetary and nonmonetary) w ith in  your school d i s t r i c t .
Also consider the b r ie f  o u t l in e  on the previous page in your 
discussion and ana lys is .
Is support fo r  each stage obtained before proceeding? Is adequate 
time and a t te n tio n  being given to each stage?
Are r e la t iv e  p r io r i t ie s  o f tasks and objectives being agreed upon as 
managers and subordinates meet one-to-one? Are s k i l l  improvement areas 
being id e n t if ie d ?
Summarize on the flow chart and time line
at the end of this section. 124
A C TIV ITY  
TIM E LINE: STEP 5
INCENTIVE PRO G RAM S
4
Prescribe
Action
Action Step *Person(s) Responsible Others Involved Begin/Complete
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STEP SIX: IMPLEMENTING THE NEW INCENTIVE PROGRAM
1. The new incentive  program should be shared with the rest  
of the organ ization . Several open forums should be provided 
so that a l l  members have an opportunity to hear and discuss 
a l l  aspects o f  the proposed incentive program.
2. The process by which the system was developed should also be 
shared so th a t  a l l  members understand the basic components 
and assumptions o f the new program.
3. During these meetings, issues might be raised tha t were not 
recognized in the c o l la te ra l  s tructu re . While the process 
used was a very comprehensive one, i t  s t i l l  was conducted by 
a very small percentage o f the e n t ire  organization.
4. This is the time to test out the new incentive program and 
be esp ec ia lly  open to whatever comments are given. The 
comments w i l l  help re f ine  the program and gain a broader base 
of support and commitment.
5. As a re s u lt  o f  a l l  the inputs from the membership, the 
c o l la te ra l  groups should modify the incentive program and 
conduct i t s  implementation (Kilmann, 1984:248).
Im plem ent
Plan
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How will you implement your plan?
Im plem ent
Plan
The topic o f job incentives is o f  in te re s t  to a l l  group workers.
Using the strategy fo r  th is  l in k  o f  planned change (numbered above), 
research and discuss job incentives with co-workers. W rite your 
impressions below concerning how to fe a s ib ly  fo s te r  workable incentive  
programs (monetary and nonmonetary) w ith in  your school d i s t r i c t .
Also consider the b r ie f  o u t l in e  on the previous page in your 
discussion and ana lys is .
Do members feel they have adequate opportunity to hear and discuss a l l  
aspects o f the proposed incentive  program? Do a l l  members appear to 
understand the process by which the program was developed?
Have you received adequate comments to re f in e  the program? Are the 
c o l la te ra l  groups involved in modifying the incentive  program and 
implementing i t?
Summarize on the flow chart and time line
at the end of this section. X27
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STAGE SEVEN: EVALUATING THE NEW INCENTIVE PROGRAM
1. Does the newly designed and implemented incentive program 
accomplish the three purposes o f  a t t r a c t in g ,  re ta in in g ,  
and motivating employees? Various surveys and opinion 
polls can be used to answer th is  question, as well as 
provide add itiona l information about the system.
2. By cycling between periodic performance reviews and 
frequent counseling sessions, managers can provide each 
subordinate with the best se tt ing  fo r  both assessment 
and improvement o f  job s k i l ls  and performance.
— The process o f scheduling and conducting these two 
d i f fe r e n t  meetings takes place in four phases:
(a) estab lish ing  expectations fo r  evaluation and 
lea rn ing , (b) scheduling performance reviews, (c) 
scheduling counseling sessions, and (d) cycling  
between evaluation and learn ing .
When the 5 Steps to Success are each opera tional,  
members receive e x tr in s ic  rewards fo r  performing we'll in  
th e i r  newly adapted school system under a new management 
s ty le  and according to a new c u ltu re .  Combined with the 
in t r in s ic  rewards they experience since the e a r l ie r  steps 
have been implemented, a credib le  incentive  program is 
ava ilab le  fo r  everyone. I f  the school system has made use 
of a l l  the information and expertise a t  each step, i t  w i l l  
be managing most o f  i t s  important problems to the best of 
i t s  a b i l i t y  (Kilmann, 1984a:248).
Now the school system can solve many complex problems.
The Ongoing Cycle o f  Planned Change can be conducted at any 
o f the steps as new problems surface-r-as long as group 
workers are open to three-dimensional th ink ing .
6
Evaluate
Results
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Evaluate
Results
How will you evaluate results?
The topic o f job incentives is o f  in te re s t  to a l l  group workers.
Using the s trategy for th is  l in k  o f  planned change (numbered above), 
research and discuss job incentives with co-workers. Write your 
impressions below concerning how to fe a s ib ly  fo s te r  workable incentive  
programs (monetary and nonmonetary) w ith in  your school d i s t r i c t .
Also consider the b r ie f  o u t l in e  on the previous page in your 
discussion and analys is .
In add ition  to performance reviews fo r  eva luation , are frequent 
counseling sessions helping workers to increase job s k i l ls  and 
performance?
Are your school system workers becoming more open to three-dimensional 
thinking? How does th is  more open view by workers help your system 
to solve complex problems?
Summarize on the flow chart and time line
at the end of this section. l 29
STEP 5: INCENTIVE PROGRAMS
PLANNED CHANGE FLOW CHART
List the basic activities required to accomplish each phase.
Diagnose
Needs
Obtain
Support
Identify
Strategy
Prescribe
Action
Implement
Plan
Evaluate
Results
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TIM E LINE
Begin __________
End
Diagnose
Needs Begin
Begin
EndObtain
SupportEnd Evaluate
Results
PLANNED
CHANGE
Identify
StrategyImplement
Plan Begin
Begin
End
End
Prescribe
Action
Begin
End
Use this time line to help you project how long it will take for 
p l a n n e d  c h a n g e  to proceed, Phases 1-6. This may be used as a 
worksheet or as a record of the actual time line for accomplishment.
Do not move from one phase to the next until the previous phase 
has been completed. Any incompleted phase will eventually become 
a weak link in the structure of your school system.
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EPILOGUE:
A Commitment to School System Success
Nobody ever climbed a mountain by looking a t  i t .
— George Dubow
Those who succeed and do not push on to greater  
f a i lu r e  are the s p ir i tu a l  middle classers. Their  
stopping a t  success is the proof of th e ir  compro­
mising ins ign if icance . How p re tty  th e ir  dreams 
must have been! Only through the unattainable  
does man achieve a hope worth l iv in g  and dying 
fo r--and  so a t ta in  h im se lf .
--Eugene O 'N eill
I t  is necessary; th e re fo re ,  i t  is possible.
— G.A. Borghese
Think in a n t ic ip a t io n ,  today fo r  tomorrow, and 
indeed, fo r  many days. The greatest providence 
is  to have forethought fo r  what comes. What 
is  provided fo r  does not hapnen by chance, nor 
is  the man who is prepared ever beset by 
emergencies. One must not, th ere fo re , postpone 
consideration t i l l  the need ar ises . Consideration  
should go beforehand. You can, a f te r  careful 
r e f le c t io n ,  act to prevent the most calamitous 
events. The p illow  is a s i le n t  S ib y l,  fo r  to 
sleep over questions before they reach a climax 
is  f a r  b e tte r  than ly ing awake over them a f t e r ­
ward. Some act and th ink l a t e r — and they think  
more o f excuses than consequences. Others think  
ne ith e r  before nor a f t e r .  The whole of l i f e  
should be spent th inking about how to f ind  the 
r ig h t  course of action to fo llow . Thought and 
forethought give counsel both on l iv in g  and on 
achieving success.
— Spanish Jesuit Baltasar Gracian
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